The education of retail managers through management training programs in apparel retail organizations. by Foster, Irene M.
University of Massachusetts Amherst 
ScholarWorks@UMass Amherst 
Doctoral Dissertations 1896 - February 2014 
1-1-1996 
The education of retail managers through management training 
programs in apparel retail organizations. 
Irene M. Foster 
University of Massachusetts Amherst 
Follow this and additional works at: https://scholarworks.umass.edu/dissertations_1 
Recommended Citation 
Foster, Irene M., "The education of retail managers through management training programs in apparel 
retail organizations." (1996). Doctoral Dissertations 1896 - February 2014. 5234. 
https://scholarworks.umass.edu/dissertations_1/5234 
This Open Access Dissertation is brought to you for free and open access by ScholarWorks@UMass Amherst. It 
has been accepted for inclusion in Doctoral Dissertations 1896 - February 2014 by an authorized administrator of 
ScholarWorks@UMass Amherst. For more information, please contact scholarworks@library.umass.edu. 

THE EDUCATION OF RETAIL MANAGERS THROUGH 
MANAGEMENT TRAINING PROGRAMS 
IN APPAREL RETAIL ORGANIZATIONS 
A Dissertation Presented 
ty 
IRENE M. FOSTER 
Submitted to the Graduate School of the 
University of Massachusetts Amherst in partial fulfillment 
of the requirements for the degree of 
DOCTOR OF EDUCATION 
September 1996 
School of Education 
© Copyright by Irene M. Foster 1996 
All Rights Reserved 
THE EDUCATION OF RETAIL MANAGERS THROUGH 
MANAGEMENT TRAINING PROGRAMS 
IN APPAREL RETAIL ORGANIZATIONS 
A Dissertation Presented 
ty 
IRENE M. FOSTER 
Approved as to style and content by: 
William L. Thuemmel, Chair 
Kenneth A. Parker, Member 
Catharine C. Porter, Member 
Ul 
Bailey W. Jackson, Dean 
(School of Education < 
To my husband, 
Alan 
ACKNOWLEDGMENTS 
Many people supported me during the researching and writing of this 
dissertation. A very humble and gracious thanks to all of you. 
To Dr. William L. Thuemmel, who with great patience guided me 
throughout the study. He always urged me to go one step further. For 
Dr. Kenneth A. Parker, who by his direction let me reach and look towards 
new avenues of learning. Thank you to Dr. Catharine C. Porter, whose 
example and fortitude inspired me. 
To the anonymous retail managers and trainers who participated in 
this research, your cooperation is greatly appreciated and I hope we can all 
learn from the findings. 
Thank you to my colleagues and my students at Framingham State 
College. Their support was always felt. Thank you very much. Dr. Patricia 
Daly, who always told me I could do it. To Dr. Joan Broadcorens-Marsh, who 
showed me the love of teaching. To Professor Arlene Handschuch, the 
reason I began to teach clothing and textiles—for the joy of it. 
To my friend. Dr. Judy Flohr, you were there, listening; your door was 
always open, giving me shelter from the snow and rain. To Carol Nichols, a 
true sister Girl Scout. You deserve the Gold Award. To my friend, Maureen 
McKay, for all your encouragement. Thank you so much. For Janet Dolan, 
who is always in my thoughts. 
I would like to especially thank and acknowledge Dr. Judith Z. Flynn, 
teacher, colleague, and friend, for all the support she has given me. She is the 
reason I love research. 
To my family, you make me so proud. Thanks for all your help. 
v 




LIST OF TABLES.  xi 
Chapter 
1. INTRODUCTION. 1 
Background of Problem. 3 
Purpose and Significance of Study. 8 
Definitions of T rms. 9 
Educational Terminology. 10 
Retail Terminology. 12 
Limitations and Delimitations of the Study. 16 
2. REVIEW OF LITERATURE. 17 
Qualitative Method of Research. 17 
Qualitative Research Design. 18 
Sample. 21 
Analyzing Qualitative Research. 23 
Apparel Retail Industry. 25 
History, Theory, and Trends. 25 
Retail Management Turnover. 33 
Retail Management Training. 35 
Management Training Theory. 37 
Training Pedagogy. 38 
In-House versus Out-of-House Training. 41 
History of Retail Training. 43 
3. METHODOLOGY. 47 
vm 
Sample. 47 
Instrument.  49 
Design and Method of Analysis. 51 
4. FINDINGS. 55 
Sample Description. 56 
Content and Objectives. 60 
Types of Educational Programs.. 60 
Objectives. 62 
Selection of Management Trainees. 66 
Teachers and Go ls. 69 
Methods of Teaching. 73 
Training Sites and Times. 73 
Methods. 74 
Assessment Tools and Feedback. 77 
Assessment Tools. 77 
Feedback. 81 
Program Evaluation. 81 
Effectiveness. 81 
Management Turnover. 83 
Overall Program Evaluation. 84 
5. SUMMARY AND IMPLICATIONS. 90 
Summary. 90 






A. SAMPLE CHECK SHEET.106 
B. LETTER TO PARTICIPANTS.108 
ix 
G WRITTEN CONSENT FORM.110 
D. INSTRUMENT/QUESTIONNAIRE. 112 
E. LIST OF CATEGORY NODES.127 
F. EXAMPLE OF CATEGORY SEARCH FROM AN INTERVIEW_130 
G. EXAMPLE OF A PAGE IN A TRAINER'S MANUAL.132 
BIBLIOGRAPHY.134 
x 
LIST OF TABLES 
Table Page 
1. Trends Measured in Retail Sales. 3 
2. Retail Sales by Store Type in the State Selected for the 
Study. 4 
3. Positions and Experience of Interviewees. 57 
4. Competency Areas in Retail Management Training 
Programs as Reported by Interviewees. 64 
5. Goals in Management Training Programs as Reported by 
Interviewees. 72 
6. Methods Used in Retail Management Training Programs of 
Study Participants. 76 
7. Assessment Tools in Retail Management Training Programs as 
Reported by Interviewees. 77 





The changing workplace, the reorganization of retail corporations, and 
the growing need for cooperation among industry, government, and 
education has made many retail companies reassess the need for the 
education and training of their workforce. Retail companies have merged 
and acquired other retailers. The industry has changed from a seller's market 
to a consumer-oriented one, since the late 1980s. Government regulations 
pertaining to employees and consumers have been increasing. All of these 
have made the assessment and evaluation of education and training 
opportunities an important function of retail organizations. 
Continuing Education and training of the workforce is 
rapidly emerging as a crucial problem for the 1990s in the USA, 
the UK, and Canada, and indeed among all developed nations. 
In an increasingly competitive world, where operations of 
manufacturing, services, and government are ever more 
knowledge-intensive and dependent on information 
technology, the winners are likely to be those who have taken 
seriously the need to enhance the intellectual quality of their 
human resources. (Crawford & Webley, 1992, p. 1) 
Education and development programs are needed by both apparel retail 
managers and their organizations. The evolution of the company, 
operational changes, smooth succession of managers for top-level positions, 
job performance and improvement for managers, and preparation for 
advancement are equally important to both the careers of managers and the 
survival and growth of businesses (Black, 1979). 
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A need for collaboration among business, government, and higher 
education facilities to expand the ability of managers to educate themselves 
and the workforce has emerged. Although the goals of education, industry, 
and government are different, cooperation in developing the continuing 
education of the workforce will benefit all who participate (Matthews and 
Norgaard, 1984). 
The education and development of new and experienced retail 
managers is fundamental for the growth of a retail company. Prior to World 
War II, management training programs were rare (Black, 1979). However, by 
the 1990s, many retail companies have organized human resources/training 
departments that oversee the development of their managers' education. 
The pedagogy of retail management training has developed into a 
science, similar to teaching in an educational institution. Certain elements 
are identical in planning a successful educational or training program. A 
trainer is a teacher who must understand both the company's and the 
trainee's philosophies, objectives, and goals in order to plan a program that is 
profitable for both the company and the employee. To develop the best 
methods and resources to reach those aims, a trainer should continually 
assess and evaluate instructional aids, the training program, and the 
comprehension and resulting behavior of the trainee (Callahan, Clark, and 
Kellough, 1992). 
Since evaluation and assessment are integral to the educational 
process, this study examined continuing education and management training 
programs in three apparel retail corporations. The qualitative research 
process, using the exploratory multiple-case study and interview method, was 
used to document and analyze content, objectives, methods, assessment 
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techniques, and evaluation procedures of retail management training 
programs. 
Background of Problem 
According to the U. S. Department of Labor (1994), the need for 
managers in the apparel retail industry is growing. Continuous education 
and training of these managers is a necessity for retailers. With the job 
outlook of salaried retail managers expected to grow through the year 2005, 
the competition for good managers will continue to be fierce. Recruitment, 
education, training, and retention of quality department and store managers 
are major components in retail strategy. 
The retail industry, even with minor recessions, has shown a 
continuous growth in sales from 1990 to 1994, as presented in Table 1. 
Table 1. 
Trends Measured in Retail Sales 
Industry and Category In 1994 Percentage Increases (1990-94) 
dollars 90-91 91-92 92-93 93-94 
Total retail sales 2,232.0 2.2 5.1 6.3 7.0 
Apparel and accessories 112.0 3.2 8.2 2.9 3.7 
General merchandise 320.0 7.5 8.3 13.4 14.3 
Note. Amounts are stated in billions of 1994 dollars. From U. S. Department 
of Commerce, 1994. 
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The annual sales for apparel and accessory stores in the United States 
were $75,626 million in 1986. By 1994, sales had increased to $109,881 million. 
Department stores, during this same period, showed an increase of over 40% 
(U. S. Census Bureau, April 23, 1996). 
The apparel retail industry also has continued to expand in the state 
selected for the study. Small businesses in particular have grown (McLellan, 
1995). New shopping malls were built and old malls renovated. The increase 
of retail sales, between 1982 and 1987, in the state selected for the study, is 
presented in Table 2. These data document sales growth for the late 1980s and 
support the need for malls and store area to expand in the 1990s. 
Table 2 
Retail Sales by Store Type in the State Selected for the Study 
Store Type by 
Merchandise Category 
1982 1987 % Change 
General merchandise 3,055,393 4,926,973 61.3 
Department stores 2,706,673 4,179,703 54.4 
V 
Apparel and accessories 1,736,418 2,778,566 60.0 
Men's and boys' 212,670 323,184 52.0 
Women's 649,289 1,083,628 66.9 
Family clothing 503,456 794,370 57.8 
Shoe stores 308,831 434,733 40.8 
Other stores and 
accessories 
62,172 142,653 129.4 
Note. Amounts shown in $1,000. From U. S. Department of 
Commerce, 1989. 
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New stores mean a greater demand for apparel retail managers. In the 
United States, annual sales increases have caused retailers to generate much 
needed employment. People employed in the retail trade industry, in the 
United States, numbered 15,587,000 in 1983, and grew to 20,438,000 in 1994. 
The Bureau of Labor Statistic's Office of Employment Projections (November 
1995) projected that retail employment will reach 23,094,000 by the year 2005. 
Quality managers to oversee all these new employees will be needed. 
Dunne, McKinney, and Meaney (1993) found that the wholesale and 
retail trade industry accounted for 20.6% of the total employment in the state 
selected for the study (p. 8). The need for managers to supervise these new 
employees necessitates that companies educate and train their employees. 
Sales are on the increase. According to the U. S. Census Bureau (April 
23, 1996), consumer expenditures for goods in apparel and accessory stores 
rose from $43,438 million in 1986, to $64,884 million in 1994. Consumer 
expenditures are expected to continue to grow through the year 2005 (U. S. 
Department of Commerce, January 1994). 
Although sales are growing, retailing remains very competitive. 
Demographic studies show that the average consumer was well educated. 
According to Dunne, McKinney, and Meaney (1993, p. 6), 80% of the 
population over 25 years of age in the state selected for the study have a high 
school diploma and 27% have a bachelor's degree. This compared to the 
national averages of 75% and 20%, respectively. 
Educated consumers demand quality and value for their money. 
Customer satisfaction determines whether or not a business will succeed. 
The consumer-driven market and the variety of choices where consumers 
can spend their money means retailers must always be ahead of their 
competition. 
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Retailers, especially apparel retailers, must recognize the needs of their 
target market if they want to keep their customer, make a profit, and stay in 
business. The Illinois Retail Merchants Association (1994) suggested one of 
the ways retailers could meet those demands and succeed in business. They 
advised, "Be prepared to compete more fiercely than ever for quality 
employees. Then make empowering, educating, and retaining them a top 
priority" (p. 22). 
Retail organizations are expanding and becoming more diversified. 
Mergers and acquisitions occur more frequently. With more complex, highly 
structured organizations, more highly specialized departments and systems 
are needed. 
Retailing is a people-intensive business. It is the people who work in 
the stores, those in contact with the consumers, who insure a store's success. 
Leslie Wexner of The Limited, a large multi-chained apparel organization, 
recognized the impact people have on retailing. In The Buyer’s Manual 
(Cash, 1979), Wexner expressed that awareness and how his company's 
strategy incorporated that belief: 
The Limited is people. Quite often retailing is viewed 
solely as offering products for sale. However, The Limited 
believes that retailing is a service business whereby the customer 
and merchandise are brought together by highly motivated and 
qualified sales personnel. Our success is based upon attracting, 
training, motivating and retaining qualified people throughout 
the entire organization, (pp. 25-26) 
Many apparel retail organizations recognized the need for the 
education, training, and development of their managers in order for them to 
hire and motivate qualified sales people. The high turnover and burnout 
rates of retail trade employees, especially managers employed full-time, is 
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costly. This makes it essential that training programs be comprehensive as 
well as cost efficient. 
According to Bluestone, Hanna, Kuhn, and Moore (1981), the turnover 
rate of employees in department stores rose from 36% to 41% in the late 1950s 
and early 1960s, to 42% to 51% in the mid-1970s. Bluestone et al. reported the 
following: 
With fewer than one new hire out of three remaining for 
more than a year in the industry and the overall separation rate 
running as high as 50 percent per year, new hiring must proceed 
at a frantic pace even during recession. This is the reason why 
help-wanted advertisements appear virtually all the time in the 
industry. The pace of the new hiring has had to accelerate as the 
rate of turnover has increased, (pp. 84-85) 
Human resource and personnel departments began to develop new 
types of training programs that fit the needs of their organizations and the 
needs of their employees. Consequently, personnel training helped retailers 
retain more employees to meet their customers7 needs, maintain costs 
(keeping profits up), and sustain their businesses. Crawford and Webley 
(1992) concluded that: 
The success of any commercial organisation depends on 
the knowledge deployed by its workforce, which determines the 
competitiveness of its products or services and the effectiveness 
of its top management team. . . . that the need for all such 
organi[z]ations, whether in the private or the public sector, to 
take seriously the need to enhance the knowledge base of their 
workforces... (p. 14) 
The success of a company's workforce rests on the knowledge, the 
education, and training of its managers. Education of retail managers does 
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not stop with a degree in management or merchandising, but is continuous 
from entry-level to senior management positions. 
Purpose and Significance of Study 
The major purpose of the study was to determine the nature and extent 
of continuing education and management training programs used by three 
apparel retail companies; and to document their programs according to their 
content, objectives, methods, assessment techniques, and evaluation 
procedures. An additional purpose of the study was to inform educators and 
retailers about recommended retail management training practices in order to 
better prepare their students and employees. 
This study is important both to educators and retailers because 
accountability requires that students pursuing retailing careers be prepared 
through related coursework. Furthermore, high personnel turnover rates are 
an expensive problem within the retail industry. The cost of training 
personnel is high. According to Pettijohn and Pettijohn (1994), the amount 
spent on retail sales training averaged $3,737 per trainee. The use of 
successful training techniques could reduce the costs of educating new 
personnel and of retraining burned-out managers, and lower turnover rates. 
Objectives and questions of the study included: 
1. To review the content and objectives of continuing education and 
management training programs used by three apparel retail companies. 
What types of education or training programs exist in apparel retail 
companies? Are there programs for both the newly hired and existing 
employees? Are there only job specific and technical objectives established or 
does the program include human relation topics? Who are the management 
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trainees and how are they selected? Who does the training and what do the 
trainers want to accomplish? What are the goals of the company in 
providing management training? What are the goals or purposes for a 
management trainee for participating in a management training program? 
2. To review methods used by trainers in apparel retail management 
training programs. Where and when is training held? What teaching 
methods do trainers use? 
3. To review assessment tools used in training programs. What 
assessment tools are used by trainers in apparel retail management training 
programs? Does the trainee receive any feedback? 
4. To review program evaluation techniques. How does the trainer 
measure program effectiveness? What is the rate of turnover after 
completion of a management training program? How does the trainer 
ascertain if the program has met its goals and objectives? 
The study is important to educators as well as to retailers. "The 
emphasis on educational accountability requires that students pursuing 
retailing careers be prepared through related course work" (Woodard, 1992, 
p. 6). Studying the content and methodology of retail management programs 
could help educators develop curricula that will help students to be 
knowledgeable and prepared for the workplace. A cooperative effort between 
academia and business could benefit both. 
Definition of Terms 
The study used the following definitions for key terms. Developing 
boundaries and constructing a knowledge base of the study's problem helped 
the researcher to clarify what was being studied and helped maintain validity 
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(Hedrick, Rickman, & Rog, 1993). The definitions were segmented into 
educational and retail terminology. 
Educational Terminology 
Goals and Objectives 
Goals and objectives of retail management training and education are 
organizationally specific. Finch and Crunkilton (1989) established a concise 
definition of goals. They said: 
Goals are broad (immeasurable) aims or purposes of a total 
educational curriculum or, in some cases, the broad outcomes 
expected within a specific program. The purpose of each goal is to 
give direction and provide a basis for the development of more 
detailed general and specific objectives, (p. 175) 
For retailers, their goals are to make a profit and satisfy the customer. 
However, objectives are both general and specific. Goals and general 
objectives are not easily distinguishable. General objectives are not usually 
measurable, whereas specific objectives are. Finch and Crunkilton (1989) 
continued: 
Specific objectives . . . are precise, measurable statements of 
particular behaviors to be exhibited by a learner under specified 
conditions. The performance objective is different from a general 
objective in clarity and specificity in that the activity to be 
performed is described as well as the level of acceptable 
performance, and the condition under which the performance 
must take place, (p. 176) 
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Competency 
The aim of an objective is the performance of a competency. The 
definition of competency, as given by Finch and Crunkilton (1989) for 
vocational and technical education competencies, is similar to that for 
retailing competencies. They said: 
Specifically, competencies for vocational and technical 
education are those tasks, skills, attitudes, values, and 
appreciations that are deemed critical to success in life, and/or in 
earning a living. Just because something is performed by a 
worker does not mean that it is automatically classed as a 
competency. The worker must, in fact, find this competency to be 
a critical aspect of employability in the occupation. Each 
competency, then, evolves from explicit statements of worker 
roles, and, since competencies align so closely with an 
occupation, student competence is ultimately assessed in much 
the same way as that of a worker (p. 242). 
An example of an objective is for a retail manager trainee to plan the 
schedule for 10 employees of a store for one week. If the trainee planned the 
schedule on time, in a way that works well for the employees and the store, 
then the standard is met and the trainee has attained the competency. In the 
example given, the manager trainee's competency in scheduling is a critical 
aspect of employability. 
Methods of Instruction 
Methods of instruction are techniques a trainer may use to teach a job 
specific or self-development area. In the study, these included but were not 
limited to coaching, lecture, case method, role playing, or mentoring. 
Methods of teaching also included where instruction took place and the 




Sometimes defined as evaluation, assessment, for the purpose of this 
study, was any form of appraisal that would help the trainer understand if the 
manager trainee learned any new knowledge or skill, or exhibited any 
attitudinal change, which may benefit the manager and the company (Craig, 
1987). In order to assess job performance, the trainer would need to use tools 
and measures of standards. Trainee "competence, not grading, provides the 
primary evidence of achievement" (Finch & Crunkilton, 1989, p. 243). 
Evaluation 
Evaluation "is the process of delineating, collecting, and providing 
information useful for judging decision alternatives" (Stufflebeam, et al., 
1971, as cited in Wentling and Lawson, 1975, p. 13). In this study, evaluating 
training programs included analyzing methodology, measuring against a 
standard, and analyzing those employees who determine the standard. 
Education and training program evaluations are influenced by "a divergence 
of viewing points and needs" according to a company's goals and objectives 
(Steele, 1973 as cited in Wentling and Lawson, 1975, p. 3). 
Retail Terminology 
Manager 
A manager is "a leader who enables people to work most effectively by 
performing primarily the work of planning, organizing, leading, and 
controlling" (Rush, 1987, p. 135). A manager trainee is learning to become a 
manager. According to Woodard (1992), "Within retailing and within 
management positions, no two management positions are identical" (p. 53). 
The versatility of manager responsibilities was identified in the study. 
12 
Management Training Programs 
Apparel retail management training programs "are used to teach new 
and existing personnel how to best perform their jobs or how to improve 
themselves" (Berman and Evans, 1992). The study identified where, when, 
and how training programs occurred within organizations. 
Management Training 
Management training "refers to the program of classes or courses given 
to a number of managers with similar job functions and is usually tailored to 
the organization's operations" (Black, 1979, p. 2). "Training is concerned 
primarily with achieving acceptable job performance in the fastest and most 
economical way. Almost all medium and larger retail organizations have 
training staffs" (McCord, 1983, p. 7). For the purpose of this research, 
management training includes both on-site and off-site locations, using in- 
house trainers or consultants outside the organization's staff. 
Management Education 
Management education is a broader term and does not directly address 
job specific or organization specific goals, but attempts to help the manager 
develop creative capacities, "and to achieve his potential as a human being" 
(Black, 1979, p. 2). The study identified this variable as containing human 
relations or self-development type objectives. 
Retailing 
Retailing is the summation of all the activities that result in the 
offering for sale goods and/or services to individuals and/or organizations 
for the purpose of ultimate consumption (Bolen, 1988). The study focused on 
apparel retailing. 
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Types of Retail Stores 
For the purpose of this study, types of retail stores are categorized by 
merchandise assortment, size of organization, and type of ownership. The 
types of retail stores in the study are classified mainly by merchandise 
assortment and include the following types. 
Department Stores. According to the U. S. Office of Management and 
Budget standard industry classification (SIC 5311), department stores are 
retailers that carry a wide variety and deep assortment of general 
merchandise, including apparel, home furnishings, housewares, and major 
appliances. These lines are usually segmented into separate sections, 
departments, all integrated under one single management. Department 
stores offer a full range of services, are priced average to above average, have 
excellent image and atmosphere, use heavy promotional techniques, and 
employ 25 people or more (U. S. Office of Management and Budget, 1987). 
Department stores may be located in shopping centers, malls, a business 
district, or in a stand-alone (isolated) building (Berman and Evans, 1992). 
Specialty Stores. These include those retailers who sell a limited 
number of complementary categories, provide a high level of service, have 
an excellent atmosphere, prices goods at- or above-the-market, use many in¬ 
store promotions, and are usually in an area of 8,000 square feet or under. 
They offer a narrow but deep variety of merchandise categories, usually of 
average to good quality, geared to a defined target market. Specialty stores 
include the following standard industry classifications: men's and boys' 
clothing and accessories (SIC 5611), women's clothing (SIC 5621), women's 
accessories and specialty (SIC 5632), children's and infants' wear (SIC 5641), 
family clothing (SIC 5651), shoes (SIC 5661), and miscellaneous apparel and 
accessory stores (SIC 5699), (U. S. Office of Management and Budget, 1987). 
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Specialty stores may be privately owned, one store or a many stored chain 
(Donnellan, 1996b). They are located in shopping centers, or in the case of 
one-owner specialty stores, in business districts. 
Off-price retailers. These retailers sell an extremely narrow and deep 
assortment of popular brands and private-label goods in a particular 
merchandise category at less than regular retail prices. Off-price stores are 
"those stores offering constant discounts from manufacturers' suggested list 
prices—usually in excess of 20%-on all the goods they sell" (National Retail 
Federation, 1995, p. 31). Opportunistic buying methods are used and usually 
little or no service is offered to the consumer. They may be located in 
business districts, suburban shopping centers, or as an isolated store. 
Ownership 
Independent Retailers. Another way of classifying retail stores is by 
ownership—independent, retail chain, and franchise. Over 90% of the 
retailers in the United States are independent retailers who own and operate 
a single store. These retailers were not discussed in this study. 
Retail chains. These are two or more stores that have the same identity 
and ownership. Chain stores may be local, regional, national, or 
internationally located. Retail chains control from two to over 1,000 retail 
units under one central management. Many large national chains have 
centralized buying, wholesaling, and distribution functions (Levy and Weitz, 
1992). All of the retailers examined in this study were publicly owned, 
national, retail chains with a minimum of 50 stores. 
Contracts or franchises. This is a licensing method of retailing that 
replicates an existing business. The franchisee owns the business. The 
franchiser sells a "patterned way of doing business that includes product, 
price, place, and promotional strategies" (Lewison, 1991, p. 61). Fees and 
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royalties are paid by the franchisee. The franchiser may provide services such 
as store development, advertising and merchandising counsel, centralized 
purchasing, or initial employee and management training. Franchises are 
not examined in this study. 
Limitations and Delimitations of the Study 
In order to conduct an in-depth study, this research was limited to 
three apparel retail companies as defined in the U.S. Office of Management 
and Budget (1987) Standard Industrial Classification Manual each under one 
of the following industry groupings: 5311—department stores, 5611-men's 
and boys' clothing and accessory stores, 5621—women's clothing stores, 5632- 
women's accessory and specialty stores, 5641—children's and infants' wear 
stores, 5651—family clothing stores, or 5699—miscellaneous apparel and 
accessory stores. The study was limited to the human resource, personnel, or 
training department managers, trainers, and store or department managers 
who were willing to be interviewed. 
Many retailers use non-store formats, as well as in-store formats, to 
service their customers. Non-store methods include computer ordering, 
catalog shopping, telephone ordering, and television shopping. Although 
non-store retailing formats are growing trends, they were not discussed in the 
study. The focus was strictly on apparel store management training and was 
limited to the definitions formalized in this section. 
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CHAPTER 2 
REVIEW OF LITERATURE 
Chapter 2 is a review of literature pertaining to (a) methods of 
conducting qualitative research, including design and instrument 
development, sample, and qualitative data analysis; (b) an overview of the 
history, theory, and trends in retailing, types of apparel retail organizations, 
and management turnover; and (c) examples of management education 
training concepts, and pedagogical terms used in retail training programs— 
including program content, objectives, methods of teaching, assessment of 
trainees, and means of training program evaluation. Other concepts relevant 
to the overall topic of management education and training programs in 
apparel retail organizations were discussed. 
Qualitative Method of Research 
A study of how current practices have developed is useful for locating 
and developing knowledge to help solve problems, according to Borg and 
Gall (1989). The qualitative method of research helps in describing an arena 
and documenting phenomena within that arena. Qualitative research uses 
the same basic methodology as quantitative studies. The researcher must 
define the problem, gather, evaluate, and analyze the data. 
A qualitative researcher also must outline components to maintain a 
scientific approach. Maintaining internal validity, external validity, and 
reliability are equally important in qualitative research and in quantitative 
research. 
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Qualitative Research Design 
Rubin and Rubin (1995) said that, in qualitative research, if the study 
"closely reflects the world described," then the research is valid (p. 85). They 
also determined that in order to increase validity the study must enable a 
reader to understand and follow the data collection process-that the 
researcher of the study has checked out responses to look for consistency and 
that text and descriptions of the study are communicated accurately. 
Locke, Spirduso, and Silverman (1987) listed the following tasks as 
helpful in using qualitative research: 
1. Developing a language or set of constructs for talking about 
the question to be pursued; 
2. Identifying an appropriate site, data sources, and methods of 
gathering information; 
3. Setting boundaries for the investigation—what is inside and 
what is beyond the limits of the study? 
4. Determining strategies to ensure reliability and validity of 
data; 
5. Establishing procedures that will leave a clear trail, allowing 
others to know with reasonable precision how and why 
decisions were made at each stage of the study; 
6. Developing procedures for data management, reduction, and 
display; 
7. Identifying at least the first steps in data analysis; and 
8. Laying plans for negotiating entry into the field of study. 
(p. 95) 
A detailed plan including field procedures, information to be gathered, 
timetables, and method of analysis is important in conducting case study 
research. This plan "enhances reliability, ensures complete data, and also 
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helps the researcher anticipate any problems that may be encountered in the 
course of the investigation" (Touliatos and Compton, 1988, p. 246). It also will 
help to inform the reader how and why decisions were made. 
To help with credibility checks, LeCompte, Millroy, and Preissle (1992) 
listed five general standards for validity in educational research. They are: 
1. The fit between research questions, data collection procedures, 
and analysis techniques, 
2. The effective application of specific data collection and analysis 
techniques, 
3. Alertness to and coherence of prior knowledge, 
4. Value restraints, and 
5. Comprehensiveness, (pp. 661-662) 
Case Study 
Case studies allow for in-depth analysis. One limitation of using the 
case study format is that it is difficult to generalize. Manning (1987) said that 
research based on the single case focus is "only implicitly comparative" 
(p. 25). In a multiple-case study design, "construct validity" (Yin, 1993, p. 39) is 
not only descriptive, but allows for replication because of the use of multiple 
sources. Specific units of analysis, development of theory, and logical 
collection and analysis of data are used, thereby keeping Yin's "internal 
validity" (1993, p. 40). 
The case study method of qualitative research "lends itself to 
exploratory as well as descriptive and explanatory purposes" (Touliato and 
Crompton, 1988, p. 245). Therefore, definitions of the variables are important 
in order to analyze what the researcher finds. Yin (1994) identified this as a 
part of construct validity, that is, in the selection of specifics that are studied 
and arenas where they are studied. 
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Other ways to increase construct validity are to use "multiple sources of 
evidence," "establish a chain of evidence," and to use a panel of experts to 
review the questionnaire (Yin, 1994, pp. 34-35). Also, Yin (1994) said that a 
multiple-case study design can produce evidence that "is more compelling, 
and the overall study is therefore regarded as being more robust" (p. 45). 
Wolcott (1992) wrote that qualitative research can be thought of as 
"watching, asking, and reviewing" (p. 19). The researcher must identify sites, 
locate sources, and systematize a method of gathering data that will be used. 
Manning (1987) said that field work "is based upon inference and induction, 
and seeks to build up arguments from individual observations patterned by 
group relations or culture" (p. 9). 
Interview Technique 
The interviewing technique, a subset of the case study method, lends 
itself to finding out "what their experience is" (Seidman, 1991, p. 5). 
Participants are asked about specific areas. An interview technique could be 
tightly structured, using a survey instrument, but allowing for open-ended 
dialogue. Using this method, the interviewer can set the boundaries and 
limit the collection of superfluous data. Therefore, focus remains on the 
experience and its effects (Miller, 1991). 
The goal of qualitative design is to gather different pieces of 
information and combine examples, descriptions, and illustrations of various 
narratives. Each theme or construct is looked at from the firsthand 
experience of the interviewees. Many quotes are used to illustrate ideas from 
their perspective (Rubin and Rubin, 1995, pp. 83, 91). Therefore the interview 
technique enhances qualitative research. 
Validity may be affected by questioning techniques, word clarification, 
and even rapport with the participant. A standardized open-ended style of 
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questionnaire is helpful so that each interviewee is asked the same questions. 
Patton (1980, p. 202) wrote that using this format minimizes the effects an 
interviewer might have on the data. However a well-designed questionnaire 
alone does not ensure valid data gathering for an interview survey. Further 
validity may be obtained if one researcher conducts all the interviews and 
probing questions are placed appropriately. Field research is not laboratory 
controlled. However, Kirk and Miller (1986, p. 31) suggested that by asking 
the right questions, asking questions in different ways, and probing with 
further questions can help validation. 
Reliability in qualitative design is similar to quantitative research 
reliability. That is, observations must be stable and able to be reproduced 
(Kirk and Miller, 1986, p. 41). The use of a multiple-case study aids with the 
ability to replicate as well as having a clearly defined method of conducting 
the research. Maintaining principles of data collection is important. 
Yin (1994) listed using multiple sources, creating a case study data base, 
and having a clear chain of evidence as essential in producing a protocol for 
reliability. Case study notes, taped interviews, field notes, and documentation 
increased reliability of qualitative research using the interview method 
(p. 94). 
Sample 
Choosing people that are knowledgeable about the arena of study was 
necessary in providing completeness in a case study method. Rubin and 
Rubin (1995) noted that the researcher must talk to the interviewee "until 
what you hear provides an overall sense of meaning for a concept, theme, or 
process" (p. 73). The researcher's task is to "present the experience of the 
21 
people ... in compelling enough detail and in sufficient depth that those who 
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read the study can connect with that experience, learn how it is constituted, 
and deepen their understanding of the issues it reflects" (Seidman, 1991, 
p. 41). 
Therefore, selecting participants for interviewing in a case study is 
different from sample selection for a quantitative study. "You have to go for 
a balance in your choice of interviewees to represent all the divisions within 
the arena of study," said Rubin and Rubin (1995, p. 69). Yin (1993) also agreed, 
in that selection is related to theory, topical relevance, feasibility, and access 
(p. 32). In particular, Yin (1994) remarked that, when discussing multiple case 
study design, the use of quantitative sampling logic is irrelevant and that 
sample size is a "matter of discretionary, judgmental choice" (p. 50). 
Replication, theory, and content are the essential components. 
The choice of interviewees is not that they be picked randomly or are 
treated the same. They are specifically chosen for their expertise and their 
different perspectives concerning the arena (Rubin and Rubin, 1995, p. 72). 
Randomness hinders the case study method use of interviewing. Consent of 
the participant is necessary. According to Seidman (1991), "there is always an 
element of self-selection in an interview study. Self-selection and 
randomness are not compatible" (p. 42). 
Interviewees are selected for what they know, who they are, and for 
their individual perspectives. Linkages to others, through their experiences, 
are the patterns of commonalty and dissimilarity. Therefore, what both 
Seidman (1991, p. 42) and Patton (1980, p. 100) called "purposeful sampling" is 
the strategy used. The procedure is to choose "what cases they could learn the 
most from" in order to evaluate a program (Patton, 1980, p. 101). 
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It is not the purpose of qualitative research to generalize. The purpose 
is exploratory, documentation, and descriptive. Using the multiple-case study 
method allows for comparisons of similarities and discussions of 
dissimilarities. What Patton (1980, p. 105) called "maximizing variation 
sampling-picking three or four cases that represent a range or dimension" 
helps to document both variations and similarities. 
Analyzing Qualitative Research 
Mason (1994), in A. Bryman and R. G. Burgess (Eds.), Analyzing 
Qualitative Data, (pp. 89-110), identified a logical method of analyzing data. 
She described two sets of activities involved. One is indexing and retrieval 
systems, and the other was analysis. 
For an indexing and retrieval system, categories of a descriptive and 
conceptual nature are developed using theories or practices based on a review 
of literature. A checkoff list or a survey instrument helps in setting up 
categories. For developing a way to analyze the data. Mason suggested the 
following sets of questions: 
1. Data on what? What do these data tell me about and, 
crucially, what can they not tell me about? 
2. Strength of claim. How well do these data tell me this? How 
convincing are claims I want to make on the basis of the data? 
How can I make the strongest claims possible, without pushing 
the data 'too far' by making claims beyond their capacity? 
3. Integration of data. How best can I integrate and make sense 
of different forms of qualitative data? How can I integrate 
quantitative and qualitative material? The answer to this must 
take full account of, and be consistent with, the researcher's 
answers to (1) and (2). (Mason, 1994, p. 99) 
23 
Two general strategies can be used in analyzing qualitative research. 
According to Bryman and Burgess (1994), those strategies are analytic 
induction and grounded theory. In analytic deduction, the researcher 
formulates explanations (hypotheses) after outlining main elements of a 
problem. This strategy is rarely used because each time there is a single case 
that is inconsistent with the hypothesis, the hypothesis needs to be redefined 
and the researcher must return to the field to start over. 
Grounded theory, which is similar to the strategy of analytic induction, 
not only allows the researcher to theorize and collect data, but also permits 
linkages and interconnections among those categories. Coding, by 
categorizing and sorting data, is key to theory building and accounts for the 
reliability of a study. Formal case study protocols and the development of a 
case study data base, as described by Yin (1993, p. 40), are also used as the basis 
for reliability. 
Computer software writers used the grounded theory process to 
develop research analysis programs. Aiding with the analysis of qualitative 
data, the programs use document coding, text searching, categorizing, and 
indexing. Richards and Richards (1995), in U. Kelle (Ed.), Computer-Aided 
Qualitative Data Analysis, (pp. 80-95), described qualitative data analysis 
(QDA) using computer programs as a categorizing process. 
Categorizing leads to "discovery and ordering of ideas and themes; and 
the storing of growing understandings, the linking of ideas to data, cross- 
referencing, sorting, and clarifying" (Richards and Richards, 1995, p. 80). 
Factual categories are used for demographic type information. Referential 
categories are used to hold whole text references. 
Ritchie and Spencer (1994), in A. Bryman and R. G. Burgess (Eds.), 
Analyzing Qualitative Data looked at five "framework" stages to analyze 
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qualitative data. These are "familiarization, identifying a thematic 
framework, indexing, charting, mapping, and interpretation" (p. 178). For 
familiarization, the researcher must be immersed in the data by listening to 
the tapes and reading the transcripts. To identify themes, one must examine 
the study's objectives by looking at issues formatted by the questionnaire or 
those that interviewees might have raised. Indexing is systematically looking 
at the data, labeling topics, and developing patterns. Charting is then applied 
to individual transcripts. Prein, Kelle, and Bird (1995) called this "coding" 
(p. 191). 
The last stage in analyzing qualitative data is mapping and 
interpretation. This is accomplished by keeping concepts in mind; looking at 
the nature of a phenomena; analyzing dichotomies; finding patterns and 
associations; looking at behavior, experiences, and attitudes; and identifying 
barriers and issues (Ritchie & Spencer, 1994, pp. 178-192). 
Apparel Retail Industry 
In order to understand the complexities of education and training 
programs used in the retail industry, one must understand the history, 
theories, trends, and types of retail stores. This section includes a brief 
synopsis of literature pertaining to the retail industry. Specific areas were 
focused on apparel retailing. 
History, Theory, and Trends 
Apparel retailers of the 1990s and the products they sell differ greatly 
from the classic retailer of the nineteenth century. Prior to and during the 
beginning of the 1800s, consumers bought their goods from the country store, 
peddlers, and traveling wagon retailers. These retailers sold a wide 
25 
assortment of food, hardware, housewares, and fabric and notions to make 
* 
clothes (since ready-to-wear was not yet available). The stores were small, 
some as small as 400 square feet. Business was slow paced, and goods were 
often bought with credit. (The practice of buying on credit seems to have 
made a return.) Prices were negotiated and there were few advertisements. 
And, "caveat emptor" was the rule of business (Tedlow, 1983). 
Specialization of goods began slowly in the mid-nineteenth century, 
with increased specialization of apparel related products. There were "laces 
and embroideries" shops; millinery shops; hosiery and gloves shops; cloaks 
and mantilla shops; separate men's stores selling caps, hats, and furs; and 
fancy dry goods shops selling cottons, woolens, and silks (Tedlow, 1983). 
Department Stores 
Just as specialization in retailing was growing, innovations were made 
with the emergence of department stores. In 1851, Eben Jordan and Benjamin 
Marsh went into partnership and opened "Jordan and Marsh" in Boston 
(Edwards, 1950). Marshall Fields, in Chicago, began when Potter Palmer first 
opened a store in 1852 "to sell everything from codfish to calico" (Tedlow, 
1983). A. T. Stewart and R. H. Macy were established in New York by 1860. 
The development of public transportation, ready-to-wear clothing for 
women, excellent customer service, and the increase in consumer 
consumption during the late 1800s helped to strengthen department store 
growth. Department stores were different. Many specialty departments were 
housed under one roof. Each department was comparable to a store in its 
own right. Department stores offered a wider and deeper selection of 
merchandise. They provided various services to the customer, including 
liberal return policies. And, prices were fixed, so that there was no haggling, 
no bargaining with salespeople (Takeuchi, 1979). 
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Even into the 1900s, the department store was a marvelous and unique 
place to shop. For example, in 1912, when Filene's of Boston opened, over 
715,000 people shopped there the first week (Bluestone, Hanna, Kuhn, & 
Moore, 1981). Department store shopping was entertainment. 
Chain Stores 
The late 1800s and early 1900s brought the next retail revolution. 
Chain stores first began with food. The Great Atlantic and Pacific Tea 
Company (A&P) had 95 stores by 1880, from Boston to Milwaukee. Chain 
drug stores came next; Cunningham in 1889 and Walgreen in 1901. Then 
chain shoe stores developed; Melville in 1892 and Kinney in 1894. General 
merchandise stores such as F. W. Woolworth in 1892 and McCrory, Kress, and 
Kresge (forerunner of K-Mart) grew to chain stores just prior to the turn of 
the century. Chain stores had great buying power with so many stores to 
stock. Centralized functions and economies of scale allowed them to keep 
costs low, thereby offering lower product prices to their customers (Takeuchi, 
1979). 
Off-price and Discount Retailing 
Although universal off-price and discount retailing was still a few 
decades away, the Filene brothers, Lincoln and Edward, developed the 
"Automatic Bargain Basement" as early as 1909. They experimented with 
buying brand-name merchandise, paid cash for "second" goods, and used 
advertising regularly. Even though the Automatic Bargain Basement lost 
millions of dollars the first three years, the idea caught on and Filene's 
Basement, although now a separate entity from Filene's, continues to have 
strong sales. In fact, it was the Automatic Bargain Basement that prevented 
Filene's from filing bankruptcy during the Great Depression of the 1930s 
(Bluestone, et al., 1981). 
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Discount Retailing. Thirty years later, again it was New England 
retailers that formed a "new" type of retailing. The 1950s saw discount houses 
evolve. One of the earliest examples of a discount store was Ethan Ames 
Factory (Monarch Mills) in New Bedford, Massachusetts. By 1950 it became 
the first store of the Arlan's chain. "The extraordinary success of this 
company inspired imitation and in the early 1950s many mill operations got 
underway" (Drew-Bear, 1970, p. 38). 
Originating as "Marty’s Clothing Mart" in Providence, Rhode Island, 
Marty "Granddaddy" Chase converted an old mill into Ann and Hope. 
Discount stores such as Zayre and Bradlees, both of Massachusetts, were 
originally specialty stores. Caldor began in 1951 as a specialty "hardlines" 
shop in New York and Connecticut. Kings department store began in 
Springfield, Massachusetts in 1949. And, in 1956, Max Coffman founded 
Mammoth Mart in an old foundry building in Framingham, Massachusetts 
(Bluestone, et al., 1981). 
Locations of discount stores were quite different than department 
stores, which were located in upscale downtown areas. Discount stores were 
originally located in low rent, vacant factory buildings. For example. Max 
Coffman paid 50 cents a square foot for about 51,000 square feet for Mammoth 
Mart's location in Framingham (Drew-Bear, 1970). 
Discount stores were run differently from department stores. Not only 
were their prices lower, but they also had longer shopping hours, faster check¬ 
out counters, and were opened on Sundays. By 1970, discount retailers had 
higher sales records than department stores (Takeuchi, 1979). Turnover rate 
of merchandise is seven to eight times a year compared to department stores' 
turnover rate of three or four times. Whereas the department store gross 
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margin is usually 40 to 45 %, discount retailers have gross margins of 20 to 
22 % (Bluestone, et. al., 1981). 
However, the 1960s brought many discount store bankruptcies. Drew- 
Bear (1970) listed four main reasons for the demise of some discount 
department stores: 
1. Lack of merchandising know-how. 
2. A too rapid rate of expansion. 
3. Failure of systems and procedures. 
4. Lack of adequate theft protection, (pp. 373-374) 
There was a common denominator in all the bankruptcy case studies 
that Drew-Bear noted. A lack of retail experience and adequate training 
procedures possibly could have prevented or at least delayed some of the 
problems those discount department stores faced. However, strong discount 
department stores continued to expand throughout the 1960s and 1970s. 
Wal-Mart, for example, continues to do well into the 1990s, after 
opening their first hyper market, Sam's, in December, 1987 (Markowitz, 
January, 1988). They developed into the largest operating hyper market in the 
United States. Hyper markets are outsized stores that sell vast amounts of 
general merchandise and groceries. This one-stop shopping store averages 
about 170,000 square feet with 100,000 stock items. Merchandise mix of these 
stores is stronger in general merchandise than with apparel. Competition in 
this area is particularly fierce (D'Innocenzio, November 24, 1993). 
Off-price Retailing. Off-price retailing has been heralded widely as the 
"greatest single retailing phenomenon of the 1980s" (Sweeney, 1983, p. 20). 
Off-price retailers take discounting even further. Included in the off-price 
category are factory outlet stores and independent stores. Examples of factory 
outlets include Levi Strauss, Burlington Coat Factory, and Bass Shoes. 
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Independent off-price stores include T. J. Maxx, Marshall's, and Loehmann's. 
They offer even lower prices than the discount department stores, a higher 
proportion of brand names, higher quality, and very minimal services. 
Except for the "Automatic Bargain Basement" beginning of Filene's 
Basement, the off-price concept is fairly recent, beginning in the late 1970s. 
Their phenomenal success in recent years is due in part to their ability to 
secure fashion merchandise in large quantities at reduced wholesale prices, 
satisfying the same type of clients as the department stores (Lewison, 1991). 
Steven Osterweis (1983), at the Conference for Retailers and 
Manufacturers sponsored by the New York University Institute of Retail 
Management and Retail Research Society, noted that concepts in off-price 
retailing were more complicated: 
They are essentially specialty chains—hard goods are 
totally absent or, in a few instances, are represented with 
minimal assortments. They are not aiming for complete 
assortments, as are traditional retailers. Whether they buy 
remainders or manufacturers' mistakes or even regular 
merchandise, there is a widespread suspicion that they buy better 
than the traditional retailer. They tend to pay promptly, they 
tend to forget advertising allowances, they don't trade for 
markdown dollars, they don't trade for return privileges, (p. 8) 
But, off-price retailers are beginning to feel pressure from two fronts. 
First, department store buyers learned to buy more exclusively for their 
customers, they returned to the more customer service orientation that had 
made them so successful, and they are offering more frequent price 
promotions (sales). And, second, large warehouse retailers (wholesale clubs) 
are now incorporating upscale softline goods in their merchandise mix. 
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Specialty Stores. Although there were specialty stores continuously in 
business throughout the 1900s, the rate of growth of specialty stores in the last 
decade has been rapid. At the same time shoppers are going to the large 
impersonal warehouse clubs, they are buying apparel in the small boutiques 
and chain specialty shops. In those stores, personal attention and customer 
service are foremost. 
The specialty store offers specific merchandise for a very defined target 
market, merchandised in an eye-catching fashion. "Readers liked the service 
at specialty apparel chains. They found help more available and purchases 
speedier than at other types of stores" ("Today's Shopping Options," 
November, 1994, p. 714). 
The Gap, an example of a specialty store, knows its target market very 
well. The merchandise is geared to a young action-oriented market, a 
"popular niche," and sales show their success. The clothing chain had 
compound earnings of 43% annually from 1989 to 1992 (Mitchell, 1992). 
Another example of a specialty store, Talbots, also merchandises its 
apparel to a specific market. It offers a pleasing decor, upscale apparel, and 
very helpful and friendly salespeople ("Today's Shopping Options," p. 720). 
Other Types of Retailing. The mid-1980s brought another new retailing 
innovation. Wholesale clubs, opening in large warehouses, brought a 
limited assortment of fast-moving items to the consumer. Originally, these 
massive stores were aimed at businesses. Now other customers, or members, 
can join and pay $25 to $35 a year to be able to shop at the club. Stores have 
very simple, grid layout interiors with wide aisles and concrete floors. 
Merchandise is displayed in a storage fashion, on large pallets, in racks or 
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boxes, or on high shelves. Although they do not sell "fashion" goods, there is 
a limited selection of casual and basic clothes ("Today’s Shopping Options," 
1994) . B. J.'s Wholesale Club and Costco are examples. The wholesale club is 
one of the fastest growing retail segments (Anderson, 1993). 
Retailing has come full circle; full service to no service, full depth and 
width of assortment to limited assortment. Two trends seem to be growing at 
the same time. On one hand, the consumer wants quality merchandise at 
low prices; on the other, better service may be more important than price. 
Discount stores, including off-price, warehouse, and specialty 
discounters, reported sales of $290.4 billion dollars in 1994, a gain of over 9.8% 
from the previous year ("Discount Dynamos Pull in Over $200B," July 3, 
1995) . The consumer was definitely price conscience. John Graham's 
prophecy, in Managers Business (November 1994) and in HR Focus (January 
1995), that mass merchandising would replace local retailing, seemed to be 
coming true. He thought: 
Mass merchandising is replacing local retailing. Mass 
merchandisers will control what products we buy by making the 
choices for us. They do not have a total lock on merchandise yet, 
but they will. Today's smart retailers either will disappear or 
downsize to a few employees, mostly part-timers. Owners will 
view themselves as having a job rather than operating a business. 
(Graham, 1995, p. 9) 
But, according to Ahem (1982), it was the discounters that suffered, and 
they continue to suffer the greatest personnel losses in turnover. As of this 
writing, Caldor, for example, is in Chapter 11, having declared bankruptcy and 
been placed under the protection of the courts. 
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The small, specialty, and department stores continue to provide 
services that the mass merchandisers do not. Retailing experts noted that too 
many retailers did not focus on "customers, employees, and technologies," 
and that, . . those problems are compounded by such factors as an excessive 
number of retail stores . . . and merchandise mixes that are indistinguishable 
from store to store and region to region" (Whittemore, 1994, p. 18). 
Whittemore (1994), in "Retailing looks to a new century," quoted Tom 
Friedman, of Retail Systems Alert. He said: 
There will be a re-emergence of the independent retailer 
as a major reaction to the large format stores that offer very low 
service. Small, high-end retailers with high-quality products 
and high levels of service will locate near large-format 
stores.. . . They will offer added services such as customizing a 
customer's purchase, which large-format retailers cannot do. . . . 
Regardless of the technology or location of retail operations, the 
basic competitive factor will be the retailer's ability to recruit, 
train, and retain qualified employees. ( p. 7) 
Retail Management Turnover 
Much literature had been written concerning the selection process of 
entry-level management. McCord (1983), when writing about the 
recruitment of management trainees, described how retailers continued to 
look for persons within the stores who could move up to supervisory 
positions. She also mentioned, "Preferred candidates are often those with 
one or two years of experience in other firms" (p. 6). 
Pursuing college recruits was primarily done by large firms. Donnellan 
(1996a) examined the educational requirements of management trainees that 
retail organizations found to be necessary. Jones (1994) specifically mentioned 
how retailers look at "college applicants with proven leadership skills as 
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well as leadership experience (p. 1). When Murphy and Jenks (1982) 
researched characteristics of successful applicants for entry-level professional 
employment, retail employers recommended that college recruits develop 
communication skills and attain job experience. 
But, recruitment was only the first step. Wood (1994) agreed, 
"Regardless of how you select your people, however, you will lose good 
employees" (p. 5). When, where, how, or if the company elected to educate 
new and existing employees was equally as important in retaining quality 
personnel. 
Douglas Tigert, the Charles Clarke Reynolds Professor of Retail 
Marketing at Babson College, said that for a retailer to have a competitive 
advantage, the "five Ps" must always be foremost in retail strategy: "place 
(location), price (value), product (assortment strategy), promotion, and 
people" (Tieken, 1988, p. 10). Alfred Wood (1994), Chairman of the Board of 
Directors of the Management Institute, qualified that statement even further 
when he said that people are the most valuable resource. 
When Anne Erikson Ahern interviewed top retail management 
executives in 1982, she found that in a three-year period the percentage of 
management turnover was extremely high. For a department store sample, 
turnover rates were 10% the first year, 40% the second, and 15% the third. In 
a discount store sample, turnover rate was 25% the first year, 12% to 15% the 
second year, and 8% the third. One discount store executive said that they 
had the highest rate in the industry with a 65% turnover rate in the first year. 
A district manager of a women's specialty store said that their three-year 
entry-level management turnover was 70% (Ahern, 1982). 
Although relocation, low salary, poor selection techniques, and head 
hunters were also given as reasons for the high turnover rate of management 
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personnel, the reason given most often was the lack of, or need for, a better 
training program. To combat the high turnover rate, companies decided to 
raise compensation, change hiring practices, and redesign their training 
programs (Ahern, 1982). 
Howe (1995, February) noted that, "As the costs of employee training 
and turnover escalate, the importance of retaining valued personnel becomes 
readily apparent" (p. 16). Woodard (1992) had identified six climates in the 
retail environment that affected work motivation. These were role clarity, 
leader goal emphasis, organizational identification, leader interaction, leader 
trust and support, and psychological influence. A good management training 
program could help improve managers' abilities to improve retail climate 
and, thus, minimize employee turnover. 
Retail Management Training 
Vice president of Mercer Management Consulting (1996, July), David 
Gaylin, addressed the importance of training people, especially managers. He 
spoke about retail management and other personnel training when he said: 
Companies experiencing profitable growth over the past 
decade demonstrate a greater commitment to employee training 
and organizational learning .... The growth companies are 
committing more top management time, as well as dollars, to 
training .... The more successful companies also tend to 
emphasize different training topics and approaches .... The 
growth companies seem to take a broader, learning-oriented 
definition of training development. ( p. 6) 
Retail companies vary in their programs for education and training of 
managers. However, McCord (1983), in her study for the National Institute of 
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Education, had documented, "Retailing is the only industry where fewer than 
9 out of 10 firms offer tuition refund programs. Larger retailers are more 
likely to offer tuition reimbursement than smaller firms" (p. 9). 
One way some companies choose to deal with their managers' 
continuing education is to hire consultants. Training and development 
personnel are brought in to form and coordinate training program plans or to 
rim a single seminar. Other companies may have training departments 
within their corporations, either in the human resource area or separately in 
a training department. Still, other retail companies have no training 
programs. 
Executives have voiced a need for a standardized training program 
within their companies. The rapid expansion of some retailers has caused 
problems to develop. Ahem (1982) noted that, "With so many trainees and 
stores, not all were treated equally. We lost track of who was doing what and 
how well. We hired and then left the trainee on his own. Our training 
lacked direction" (p. 90). 
The National Retail Federation (NRF), retail industry representatives, 
educators, and the U. S. Department of Labor developed "Raising Retail 
Standards," a blueprint to raise the standards of retail professionals (Reda, 
February, 1995). These voluntary standards are expected to help reduce high 
turnover, lower training expenses, and improve sales productivity. 
However, these standards were aimed to improve job performances of entry 
level sales associates. Therefore, the responsibility of developing the sales 
floor personnel remains with the department and store managers. How to 
educate and train managers remains a challenge in an industry that is 
continually changing. 
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Management Training Theory 
Management is defined as an art by which a person creates a condition 
"which causes the members of a group to work together in the best way they 
can for the good of the undertaking that employs them" (Fontaine, n.d., 
p. 11). The challenge is to develop good managers. According to Fontaine, 
there are two main aspects in management development. One is to develop a 
manager's ability to make decisions concerning his particular job 
responsibilities and the other is to develop managerial and human relation 
skills. 
Williams (n.d.) related six skills that managers need. He put them into 
three pairs; (a) communicating and instructing, (b) organizing and delegating, 
and (c) determining performance standards and assessing performance (p. 30). 
Therefore, each management education and training program should include 
objectives for teaching those abilities. 
Previous research concerning training theory identified various 
categories of variables that enhanced the learning effectiveness. Three of 
these recognized by Baldwin and Ford (1988) are the learning experience, 
individual characteristics, and work environment. But, theory and 
abstraction were not usually approached by training practitioners—they prefer 
application. The practical impact that education has on organizational 
performance is what makes training significant (Berardinelli, Burrow, & 
Jones, 1995). 
Shepherd and Ridnour (1995) examined the content and approaches of 
sales training programs. Variables in methodologies included on-the-job 
training, workshops, lectures, coaching, outside courses, field travel, 
mentoring, role playing, seminars, case studies, workbooks, videotapes, panel 
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discussions, interactive videos, simulations, audiotapes, and self-study. 
m 
Training instructor roles analyzed in their study included staff sales trainer, 
senior sales manager, sales vice president, consultant, senior salesperson, and 
national sales manager. Shepherd and Ridnour's study was limited to sales 
training, not retail management training, but the analysis of training 
methods and contents in that study laid a foundation for this study. 
Training Pedagogy 
Pedagogy in management training programs varies with retail 
companies. Retailers have two primary goals—to make a profit and to satisfy 
their customers. The education and training of their managers is a direct 
result of those goals. Cost efficiency and customer satisfaction are always the 
impelling forces for training programs. How managers learn to train their 
personnel as well as how they learn to do other responsibilities is important 
to maintain a retail environment that will help to retain motivated 
employees. The following section is a review of several methods that may be 
used by organizations in training managers. 
On-the-job 
Much of retail training is done on-the-job. On-the-job training is as old 
as the craft guilds of the middle ages, "learn by doing the job, under the eye of 
a master" (Rae, 1994, p. 19). On-the-job training is very effective and has 
relatively low costs. Rae mentioned six approaches to on-the-job training: 
1. GAFO (go away and find out) 
2. Nellie and Fred (training by exposure) 
3. One-to-one instruction (on-site instruction) 
4. Coaching (by a supervisor) 
5. Delegation (allocation of tasks) 
6. Mentoring (formalized and structures, support) (pp. 19-24) 
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GAFO. Although the terminology was amusing, the approaches of 
which Rae (1994) spoke are used readily in the retail industry. GAFO is only 
effective if the learner is sent away to discover. The learner does not become 
trainer-dependent and seeks out answers independently. It can also be used 
to discourage and get rid of an unwanted employee. 
Nellie and Fred. This is a method of training that places a learner with 
an experienced manager. The new person watches and learns from an expert 
in a particular field. 
One-on-one. One-on-one takes "Nellie and Fred" further. That is, the 
new employee not only sits and watches the experienced one, but also gets 
individualized instruction from the experienced person, supervision of new 
skills, and feedback on the performance of those newly acquired skills; very 
similar to the "tell, show, do" approach. Textbooks, videos, computers, or 
interactive video may be used to supplement the instruction (Rae, 1994). 
Coaching. The next approach to on-the-job training that Rae (1994) 
mentioned is coaching. Rae defined coaching as, "... systematically 
developing the ability and skills of the employee by utilizing tasks at work in 
a planned progression and including appraisal by the coach. . . . taking work 
situations and turning them into learning opportunities" (p. 22). Job analysis, 
training objectives, an open atmosphere conducive to learning, planning, 
process review, implementation, and final review are all part of a good 
coaching program. 
Delegation. Delegation is a mechanism by which a manager allocates 
some of his or her responsibilities or tasks to a trainee in order that the new 
person learns from doing. Delegation gives the newly hired a variety of 
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learning opportunities and a better understanding of the manager's job. Rae 
(1994) noted six steps managers should follow when delegating: 
1. Determine the task to be delegated. 
2. Determine who should do the task, and why. 
3. Meet with the employee to get the 'buy-in' and to describe the 
task, any necessary training, the deadlines, and the review 
process. 
4. Allow the employee to do the task. 
5. Conduct the final evaluation of the employee's work on the 
task. 
6. Conduct self-evaluation, (p. 24) 
Mentoring. A mentor is "a trusted counselor or guide" (Webster's 
New Collegiate Dictionary, 1977). Mentoring incorporates networking as a 
major component of the one-on-one relationship and provides a nurturing 
environment (Kappa Omicron Nu, 1994). Greenwood (1994) described 
mentoring as, "Learning lessons from others ... a way to link with others to 
share the knowledge, skills, and attitudes for personal and professional 
enrichment" (p. 2). 
Mentoring is much more than "watch what I do and follow." Mentors 
are communicators, counselors, coaches, advisors, brokers, referral agents, 
and advocates (Geiger-DuMond & Boyle, 1995). A structured, well-planned 
mentoring program develops strong managers. Internal coaching and 
mentoring appeared to be on the increase with nearly three-quarters of 
companies citing it as a key method to develop future top managers (Burke, 
McKeen, & McKenna, 1994). 
The benefits of mentoring are not limited to the new employees. 
Burke, McKeen, and McKenna (1994) examined the relationships between 94 
mentors and their proteges and found that mentors also perceived work 
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benefits from their mentoring relationships. The corporation itself benefits 
with the added attention given to "leadership, corporate culture, gender 
differences, job satisfaction, and performance" (Appelbaum, Ritchie, & 
Shapiro, 1994). 
Mentoring is particularly valuable when professional women 
mentorships are developed. Between 1984 and 1993, women made advances 
in the areas of retail control, management, and merchandising. However, in 
1994, women still occupied less than 15% of the executive or senior vice- 
president positions (Gable, Fiorito, & Topol, 1994). 
Women shoulder additional obligations outside of work. Home and 
family responsibilities are sometimes overwhelming if there is little or no 
organizational support. Mentoring seems to add assistance for professional 
women managers, helping to give them the same opportunities for training 
and development as men (Burke & McKeen, 1994). 
In-House versus Out-of-House Training 
In-house training programs may include classroom lectures, 
interactive computer systems, textbooks, and visual and audio equipment, 
including video-conferencing. Distribution of information, discussions, and 
role-play are often included in-house programs. Out-of-house programs 
include outdoor experiences as well as providing an out-of-work-site indoor 
location. 
Outdoor experiences or outdoor-based programs are the experiential 
training that first appeared in the early 1980s. They include a variety of 
forms—wilderness training, such as white water rafting, sailing, or mountain 
climbing; low-impact programs, using simple props or jump ropes; and high- 
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impact programs, with rock climbing, rappelling or a 40-foot high ropes 
course (Clements, Wagner, & Roland, 1995). 
Out-of-house experiences, whether they are in an outdoor setting or an 
off-site location, are rarely used with low level managers. A study by Nadine 
Spoden (1994) examined training in the retail trade in Luxembourg. The 
sample was five retail clothing companies. Results concluded that low- 
skilled workers attended internal training programs and only middle or 
senior management attended both internal and external courses. 
In 1981, the business center in Clackamas, Oregon implemented a retail 
sales education program for young retail workers in cooperation with the 
local community college. This out-of-house training program included 
materials for resume writing, filling out job applications, and interviewing. 
Study guides for customer relations, cashiering, and salesmanship were 
developed for training outside the retail stores (Clackamas Community 
College, 1981). 
Although the Clackamas study described entry level sales personnel, 
the benefits of cooperation between education institutions and the retail 
industry were evident. According to McCord (1983), "Virtually all retailing 
firms take part in some form of cooperative effort with local schools and 
colleges" (p. 9). Out-of-house sites using colleges and universities also can be 
an option for retailers in their management training programs. 
For executive management training for the experienced worker, or for 
the newly hired, training is often a combination of both in- and out-of-house. 
The indoor-based programs located out of the workplace environment offer 
simulated situations that can easily be transferred to work situations. 
Combining both methods maximizes the training program effectiveness 
(Clements, et al., 1995.) 
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Taking courses or special programs at colleges or universities may be 
* 
included in out-of-house training or management education, as was done 
with the Clackamas, Oregon study (1981). Donnellan's (1996a) study 
determined criteria that retailers perceived to be important for college 
graduates entering the industry. If managers require more education in the 
areas provided by colleges or universities, including product, business, 
human relations, or management areas, retailers may have education 
incentive programs to help support further that education. 
History of Retail Training 
Training departments were an offshoot of a company's human 
resource or personnel department. According to Robert Blake (1995), the term 
"human resource development" (HRD) probably got its origin as follows: 
Originally, I think it began during World War II, where 
the term was used in connection with public (military) opinion 
polling. Around the 1970s, the phrase "human resource" 
became the umbrella term used for everything now known as 
human resource issues, including selection, classification, 
development, and so forth, (p. 24) 
Training and development had grown into an enormous business in 
conjunction with and separately from major corporations. "Forecast: Boom 
Times Ahead for Training Industry," in the "Training Today" section of 
Training (1994, April), included the following: 
Training's 1994 Industry Report (October) estimates that 
U. S. organizations with 100 or more employees spent $50.6 
billion last year on formal employee training. Of that total, 72% 
went to pay the salaries of training staff members, another 8% 
was devoted to facilities and overhead expenses. The remaining 
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20%, just under $10 billion, comprised the market for goods and 
services from outside suppliers, (p. 20) 
Although human resource departments in businesses were not 
identified as such until after World War II, retail organizations did have 
training courses. In 1950, Richard Edwards wrote: 
Probably one of the best features of all [at Jordan Marsh] is 
the Executive Training Course which was started by George W. 
Mitton. . . . The purpose of the course—to train young men and 
women for the executive positions in the store, (p. 37) 
Kirk Palmer, president of an executive search firm that specializes in 
retailing, said that "Historically, department stores provide the best, well- 
rounded merchandising training" (Andreoli, 1995, p. 1). The in-house 
training program that department stores are noted for usually consisted of a 
combination of on-the-job training and classes. For example, the Jordan 
Marsh executive training program that Edwards mentioned ran for two years 
It included on-the-job training in which the trainee would work in every 
department of the store. It also had a classroom component, including 
lectures, panel discussions, and study films. 
Pride in an organization, product, and service was emphasized in 
department stores' training. "It's the sort of thing we teach at Jordan's every 
day in the year. We teach it in the training courses and the sales conferences, 
and we teach it to each other by putting it into daily practice" (Edwards, 1950, 
p. 43). 
Discount stores, however, had not been known for their training 
programs. Bluestone, et al. (1981) wrote: 
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The president of one large discount chain notes that his 
firm did not provide adequate training at the cash register level 
or at the local management level and that this was "one of the 
main weaknesses of the whole business." (p. Ill) 
Many of the top executives of discount stores received their training 
while they had worked at department stores. With the consolidation of many 
department stores, and the loss of many of their customers to discounters, 
department stores lost their senior and veteran retail executives to discount 
stores. The foundation that department stores gave their managers is now 
being utilized by the discount stores (Andreoli, 1995, p. 37). 
There are exceptions to the generalization that discounters did not 
have good training programs. For example, Caldor has a "college of retail 
knowledge." Most of their store managers are developed from within, with 
those managers coming from the "outside" having to complete a one-year 
internship before promotion to store managers (Bluestone, et al., 1981, 
p. 112). 
Since experienced managers are continually moving from one 
organization to another, the development of an organization's own 
managers to provide a succession of new managers was necessary. As Beryl 
Marshall (n.d.) said: 
Fundamental changes are always occurring in the 
techniques and structure of retailing, and it is vitally important 
that we pause for a while to consider and analyze our training 
methods, to implement and supplement our schemes to 
measure up with our needs as they are today, (p. 33) 
In summary, the review of literature placed in this chapter set the 
constructs of the research by developing a language for talking about the 
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arena to be studied (Locke, et alv 1987). This review included methods of 
conducting qualitative research; an overview of the history, theory, and 
trends in retailing; and examples of management education training concepts, 
and pedagogical terms used in retail training programs. The boundaries for 




The qualitative method of research, with a multiple-case study 
structure, using the interview technique, was chosen in order to describe and 
document apparel retail management education and training programs. The 
same basic methodology as quantitative studies is used in qualitative 
research. Therefore, the researcher defined the problem, gathered, evaluated, 
and analyzed the data in the manner described in this section. 
Sample 
The sampling design was goal oriented as defined by Wiersma (1991). 
The goal was to interview personnel in apparel retail stores' home offices or 
training departments. Wiersma (1991) also stated that practicality and 
economy are justification for selecting a particular sample. Thus, the sample 
selected was located in one particular state. Retail companies met the criteria 
of having a minimum of 50 branches located nationally. The researcher 
developed a list of retail businesses meeting those parameters and randomly 
selected three organizations in which to conduct the interviews. 
To select the companies, the state's "Service Directory, 1994-1995," 
which classifies businesses by the U. S. Office of Management and Budget's 
Standard Industrial Classification Manual (1987), was used as the population 
base for the sample to be interviewed. The sample represented the apparel 
retail stores under the following (SIC) industry groupings: 5311--department 
stores, 5611~men's and boys' clothing and accessory stores, 5621—women's 
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clothing stores, 5632--women's accessory and specialty stores, 5641-children's 
and infants' wear stores, 5651—children's and infants' wear stores, 5651—family 
clothing stores, 5661—shoe stores, or 5699—miscellaneous apparel and 
accessory stores. A listing of the companies with these categories was 
generated and the apparel companies were selected from this group. Using 
Fairchild’s Retail Stores Financial Directory 1996 (Benjamin, 1996), the 
researcher selected those businesses that met the minimum requirement of 
having 50 branches. Retailers were randomly selected from this group. The 
objective to obtain three retailers of different store types, who would be 
willing to participate in the study, was met. All of those organizations who 
were originally selected agreed to participate in the study. 
Participants of this study signed consent forms with confidentiality as 
one criterion. The following efforts were made to maintain anonymity: 
(a) The researcher used the multiple-case study method, three-in-one design, 
in which the findings, conclusions, and recommendations were written as 
one case; (b) no interviewee name was used in the study; (c) there was no 
identification of the stores used in the study; and (d) the researcher made as 
many attempts as possible to conceal the identity of the state in which the 
study took place. 
I. E. Seidman's (1991) method of conducting research interviews was 
adapted for this study. The researcher used purposeful sampling. This 
sampling method first defined terms, then determined the range of 
population, narrowed the population by sites, selected the levels of groups 
within the sites, and limited that population to a manageable sample. "The 
goal would be to sample purposely the widest variation of sites within the 
limits of the study" (Seidman, 1991, p. 43). 
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The interviewees within each company were selected for their 
expertise and their different perspectives about apparel retail management 
education and training. Two trainers and three managers from each of the 
three companies were interviewed. The selection of interviewees reflected 
replication logic and developed descriptive scenarios. This balance in the 
choice of interviewees represented different perspectives within the study as 
Rubin and Rubin (1995, p. 69) suggested. 
Since the purpose of this qualitative study was to explore, document, 
and describe the arena of apparel retail management education and training, 
the use of this sample documented both the variations and the similarities of 
those programs. Descriptive and conceptual categories were able to be 
developed. 
Instrument 
Data for the study were obtained through the use of the multiple case 
study method. This method allowed for an in-depth analysis of apparel retail 
management training. The interview technique provided an advantage for 
"probing and elaborating," just as Wiersma (1991, p. 198) suggested. Kirk and 
Miller's (1986, p. 31) suggestions to ask questions in different ways and to 
probe with further questions not only helped to validate the data but also 
allowed for more descriptive and elaborate examples to emerge. 
Questions for interviewing were developed after completing a 
literature review of studies concerning qualitative research methods and an 
overview of the apparel retail industry, including management turnover and 
education and training methods used in retail. The interview questions were 
written in order to document apparel retail education and training—its 
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content, methods, assessments, and evaluation. A panel of experts including 
a researcher, a trainer, and a manager, who were not involved in the study, 
reviewed the questionnaire. The resulting recommendation pertained only 
to format--to leave more room between questions for field notes and other 
notations. The recommendation was followed. 
Closed-ended, demographic questions were included to describe the 
interviewee's position, length of employment, and experience. This type of 
question was also used to identify size and type of the business, company 
ownership, and the number of stores in the organization. "Closed questions 
produce standardized data that can be analyzed statistically" (Fink, 1995, p. 33). 
Open-ended questions were developed and put into groupings of 
similar topics, such as pedagogical ideas, educational objectives, methods of 
training used by the stores, methods of assessing educational goals, and 
evaluation and perceived results. Miller (1991) said that oftentimes attitude 
and social system responses occur with these types of questions. 
Due to the nature of retailing and to respect their privacy, participants 
were told that they and their companies would be anonymous. Their stores 
and names would not be used in any publication, published or unpublished. 
However, reporting of the anonymous research findings would be in the 
dissertation and potential future publications in academic refereed journals. 
Times to interview the subject were established. Each interview took 
approximately one hour. Interviews were conducted over a one-month 
period in late spring and early summer, in 1996, so as not to interfere with the 
retailers' busiest times. Transcripts of the interviews were reviewed and 
input into a data base in preparation for analysis. 
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Design and Method of Analysis 
The main components of the research were outlined to maintain a 
scientific approach. The researcher adapted Locke, Spirduso, and Silverman's 
(1987) basic tasks as follows: 
1. A review of literature was conducted in order to formulate the 
design of the study. This included an investigation of qualitative methods of 
research, an overview of the apparel retail industry, and an examination of 
retail management training. The researcher was then able to focus on apparel 
retail management education and training. 
2. Companies were selected for appropriate sites, data sources, and 
methods of gathering information. This was discussed more completely in 
the sample section of this chapter. 
3. The study's boundaries were limited to three apparel retail 
companies in a selected state. The three store types selected were a 
department store, a specialty store, and an off-price apparel store. Since the 
focus of the research was apparel retail management education and training, 
human resource training department personnel and store or department 
managers were interviewed. 
4. To ensure validity of data, a detailed plan for collected data was 
established (see Appendix A for the Sample Check Sheet). First, contact was 
made by telephone. A request for interview, confirmation letter, and follow¬ 
up prior to the interview were repeated in each case (see Appendix B for the 
Letter to Participants). After the interviewee signed the consent form, the 
interview was audiotaped and the interviewer administered the same open- 
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ended questionnaire with each participant (see Appendix C for the Written 
Consent Form, and Appendix D for the Instrument/Questionnaire). 
5. A multiple-case study format was developed. Replication logic in 
this multiple-case study was analogous to a quantitative study's use of 
multiple experiments in sampling logic (Yin, 1994, p. 45). That is, interviews, 
data categorizing, and analysis for each of the three companies that were 
examined were conducted in the same way. Field notes, other notes, and 
transcripts of the interviews were made. This would enable replication for 
any future study. 
For the purpose of conducting this research, Yin's (1994) case study 
method of design was adapted. These steps were used in the development of 
this study as follows: (a) define and design—develop the theory, select the 
cases, design the data collection protocol; (b) prepare, collect, and analyze— 
conduct the study and report the findings; and (c) analyze and conclude—draw 
the conclusions, develop the implications, and write the recommendations of 
the study (p. 49). 
6. Procedures for data management, reduction, and display were 
developed. Data were transcribed, categorized, indexed, and examined for 
analysis using the Non-numerical Unstructured Data Indexing Searching and 
Theorizing computer package (QSR NUD»IST) (Qualitative Solutions & 
Research Pty. Ltd., 1996). See Appendix E for the List of Category Nodes that 
were developed during the categorizing and indexing phase of the study. 
7. Steps in data analysis were identified. Each interview was recorded 
and transcribed. The interviews were stored into the data analysis computer 
program, using text only data as an on-line document. The text was reviewed 
and classified by subject areas and classifications, and segmented by units. 
Each text unit was examined and defined. Indexing and patterning of 
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classified units enabled the researcher to analyze the documents by text unit 
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category and to interpret the data within a thematic framework. See 
Appendix F for the Example of Category Search from an Interview that had 
been coded, indexed, and categorized. 
The study's design incorporated a three-in-one multiple-case design. 
Data were gathered from three different retailers and analyzed as one unit. 
The entire analysis and report of findings consisted of cross-case analysis with 
individual cases dispersed throughout the findings. This method of analysis, 
multiple sources, and protocol helped to maintain anonymity of the subjects 
and increased the reliability of the study. 
8. "Laying plans for negotiating entry into the field of study" was the 
last task Locke, Spirduso, and Silverman (1987, p. 95) recommended. 
Conclusions and recommendations for this study's entry into the field were 
included in the last chapter of the study. 
The strategy used for analyzing this research was based on the 
grounded theory approach. Categories were generated until theoretical 
saturation was met. That is until no other new categories or themes were 
found. Grounded theory analysis not only permitted the categorizing of data, 
but also allowed for linkages. This strategy built more reliability into the 
study. 
In order to use grounded theory analysis, the researcher followed the 
following steps: (a) immersion into data by listening to the interviews and 
reading the transcripts, (b) examination of the study's objectives by using the 
questionnaire and identifying themes, (c) labeling of topics and looking at 
developed patterns, (d) coding of each individual transcript, and (e) looking at 
patterns, attitudes, and experiences of the interviewees (Bryman and Burgess, 
1994, pp. 4-7). 
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Two basic principles of qualitative research were followed: First, 
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completeness was met by choosing people that are knowledgeable about the 
subject. Interviews were conducted and the subjects were allowed to talk 
until a sense of the meaning of a concept or a process was understood. And, 
second, saturation was brought about when the narratives repeated the same 
events and similar varieties of interpretation occurred (Rubin and Rubin, 
1995, p. 73). 
The study tested construct validity by the use of multiple sources of 
evidence and by establishing a chain of evidence. Internal validity was 
checked by pattern-matching of categories. External validity was aided by the 
use of replication logic in a multiple-case study. And, reliability was 
enhanced by the case study protocol and the development of the data base 
(Yin, 1994, p. 33). 
To summarize Chapter 3, this study's sample selection was purposeful 
in order that it may be able to produce data to document both the variations 
and the similarities of apparel retail management training programs. The 
interview questions were written in order to document apparel retail 
education and training. The study's design helped to maintain data collection 
protocol and allowed for the use of grounded theory analysis. The use of 
qualitative research and the multiple-case study with an interview technique 
provided an appropriate method for examining the content and objectives of 
the education of retail managers through management training programs in 




Data collected for the study of the education of retail managers through 
management training programs in apparel retail organizations consisted of 
non-numerical text units from 15 interviews within three apparel retail 
companies of a selected state. A list of the 52 nodes (categories) used in the 
study was extrapolated from 14,125 text units. This list was included as 
Appendix E. Information concerning the objectives and questions of the 
study were documented and analyzed using either descriptive or conceptual 
categories. An example of a category search was placed in Appendix F. 
Selected texts units were used to answer the questions for this study. 
One company had a very large training department, housed separately 
from the human resource or personnel department. The staff was large, with 
approximately 15 people in the home office. The department had been in 
place for several of years, had included experienced trainers, and had recently 
remodeled their management training program. The corporation had just 
acquired another retail firm that also had a training department. So the two 
training departments were in the midst of restructuring. 
Another company's training program was new, less than a year old, 
and had been completely revamped. Company executives had hired a new 
training department director last year. At the time of this writing, the 
department had a small staff, four people, but was expanding. This 
corporation had just restructured their companies and was in the process of 
considerable expansion. 
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The third company's training department was also restructuring after a 
major merger with another retailer. Those training and human resource 
departments were consolidating. Responsibilities were changing. A new way 
of training managers was launched last year. This program was more 
regionalized than the other companies that were studied. 
This diversity in training programs and the varied positions of the 
interviewees brought different views to the study. 
Sample Description 
Who was interviewed? The positions held by interviewees selected for 
the study consisted of store or department managers, accounting for nine 
interviews, and trainers or human resource personnel, involving six 
interviews. The positions and responsibilities of interviewees were varied. 
A Director of Training was in-charge of all types of organizational training 
including training of home office personnel as well as store personnel. The 
Store Management Training and Development Manager of another company 
was the head of all store management and personnel training. Whereas, the 
Manager of Field Training in that same company led and accompanied the 
trainers who traveled to different geographic regions to train store managers. 
A Manager of Training's responsibilities included the training of all 
personnel in a regional store district. This included human resource people 
as well as managers. The responsibilities of Department Sales Managers and 
Store Managers also included training, hiring and developing their 
personnel. 
The length of time in the position held at the time of the interview 
with the manager or trainer ranged from three months to nine years. But, 
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retail experience, whether it was with that same company or with another, 
ranged from 2 to 16 years (see Table 3). Five of the six interviewees who were 
trainers also had experience in retailing. Selecting a variety of personnel 
categories at various levels of experience is consistent with Seidman's (1991) 
and Patton's (1980) "purposeful sampling" procedure. 
Table 3 
Positions and Experience of Interviewees 
Position n % Average Years in Retail 
Director of Training 3 20 11 
Training and Development Manager 3 20 8 
Sales Manager 3 20 6 
Store Manager 6 40 10 
Totals 15 100 9 
Concerning company organizational plans, only two interviewees 
thought that neither expansion nor consolidation would effect the hiring and 
training of new managers for their organizations. Both of these were 
managers who were unaware of any reorganization plans for their company, 
even though, in the cases used for the study, each company had recently gone 
through a major acquisition, merger, or reorganization. 
Most interviewees were well aware of what had recently happened 
within their company's structure. Hiring and training new managers was 
only one part of any reorganizational plan. One trainer mentioned the 
organizational plans of her company: 
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I think that [the] acquisition's probably the biggest thing 
that's in the recent past. That was [date stated] of the acquisition 
of [store name]. So, there's a long term plan. I'm sure. But, my 
understanding, from everything you read is that [the CEO] 
intends to keep both as divisions-they're one division but keep 
both store fronts separate. So that the customer can identify with 
[both] stores. 
One manager thought that his company's organizational plans were 
definitely going to adversely affect management. He said: 
Well, they plan on opening more stores. However, 
they're consolidating some of the management. Some of the 
smaller stores are going to have one manager for two stores as 
opposed to two. So, it's going to affect everybody. 
Another trainer was more optimistic. Excitement was in his voice 
when he talked about company expansion plans. He said: 
It's—we're going through a process now, based upon our 
demographics studies for our new stores. We know that these 
slightly more upscale stores are only going to fit in certain 
market places. So we did very, very in-depth research to tell us 
that this product, we are going to carry, plus some of the 
outdoorsy active kind of sportswear and outerwear. Where 
would it work? Major urban centers throughout the east coast: 
Connecticut, New York, Boston—Harvard Square type locations, 
maybe Georgetown, Cocoa Beach, Miami Beach, Denver, 
Boulder—near the ski resorts. Definitely the San Francisco Bay 
area, Seattle—kind of outdoor, where there's a large population 
of kind of upwardly mobile people who really do participate in 
this active style life-style, as opposed to watching it on TV, they 
actually participate—the group we're going after. 
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When asked what they thought made their company stand out from 
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other apparel retailers most respondents thought that customer service was 
the main factor. An example of this was: 
Better customer service than any place else. I think, 
because we specialize in this—it is too confusing to a consumer to 
walk into the store and pick up something because we have so 
many different styles. We have 20, probably 22 or so different 
styles in this store; that actually they need help with. When you 
go into the store sometimes they have two or three for you to 
pick from, which actually makes it very easy. And when you 
walk in here it's not easy. You have to ask—most of the time. 
Other reasons people thought their company stood out from other 
retailers included its product, value, standing by the product, brand 
recognition, store name recognition, and shopping environment. One 
interviewee had a different outlook. He thought the corporate culture was 
the most important. He said: 
I think right now retailing has gotten very flat. I don't see 
the light of excitement and enthusiasm out there. This 
company—and at time when most companies are struggling, 
trying to reorganize themselves, actually closing store locations— 
we're actually looking at starting something from, you know, 
from the ground up. Which, I think there's not a whole lot of 
retailers out there, right now, doing that. I think the 
entrepreneurial spirit's kind of been diminished recently. And, 
this company is gearing up for major expansion and major 
change, as opposed to bracing for lay situations and bracing for 
downsizing. 
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All the interviewees thought their company was unique and that it 
stood out way ahead of their competition. There was a definite feeling of 
loyalty. 
The findings, as related to the objectives and questions asked by the 
study, are summarized in the remainder of this chapter. 
Content and Objectives 
Objective 1. To review the content and objectives of continuing education 
and management training programs used by three apparel retail companies. 
Types of Educational Programs 
What types of educational programs exist? Reimbursement for 
educational purposes was noted by only a few interviewees. Two retail 
organizations that had tuition reimbursement agendas were phasing them 
out. Only one was continuing its program. A manager with that company 
said, "We have tuition reimbursement after the person's been with the 
company one year. And we certainly try to adjust schedules and so forth to 
accommodate people going to school." He was the only person who 
mentioned accommodation for attending classes other than for attending 
company training courses. 
Are there programs for both newly hired and existing managers? 
Programs involving other personnel had included educational 
reimbursement, as well as programs for personal development and new 
procedures. One trainer declared that cutbacks in some programs had begun 
due to reorganization. She said: 
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Yeah, unfortunately our tuition reimbursement program 
has been removed so, or deleted. So, that's no longer—I think 
people who are currently in programs that still applies to, but as 
of August 1st, I don't believe that there are new students being 
accepted into that. We offer—we do have some resource libraries 
and things of that nature. So, based on requests, we certainly can 
accommodate that with books, resources, videos, et cetera. 
Other programs varied. One manager said, "We have district manager 
leadership conferences that we go to." Other managers did not know of any 
programs for personnel other than the manager training program. 
Each of these companies was restructuring its management training 
programs. Each company incorporated both in-store and off-site arenas for 
management training, with the bulk of management training taking place in 
the stores. Programs for experienced or upper level managers or other 
personnel included seminars or conferences but consultant use was rarely 
mentioned by any of the interviewees. However, one person mentioned: 
It depends—we have certain core competencies that we feel 
all of our executives have to be very strong at. Say, for instance, 
someone is really lacking in communication skills. We may 
send them out for some professional development, as far as 
image building, public speaking, voice class. Whatever we need 
to do to bring up that one part of their overall responsibilities in 
line. 
Ahern (1982) had noted that executives expressed concern for needing a 
standardized training program. This was mentioned by the study's 
participants as well. Scheduling, consistency, and clear objectives of the total 
program were wanted by all those in the research study. Structure in the total 
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management and personnel training program was specifically mentioned by 
this trainer: 
It's very structured. Everyone in the company, in the field 
organization, all start at the same place. And they go through 
what we call our sales associate development program, 
otherwise known as semester one. We're really going with 
[name of company] University, you know . . . The whole theme 
here. So, regardless if you're a new DM, or new store 
manager, or a new sales associate, everybody goes through that 
initial sales associate training. It's just an orientation and 
welcome to [store name], customer service class, a very 
expensive product knowledge class-with a new product coming 
out. And then, register training. So everybody gets that. The 
way we do it is for each one of these classes, there's a final 
checkoff, a checklist. There's a very extensive leader's guide. I'd 
love to show you. 
The interviewer was shown the leader's guide, referred to in this 
interview. It contained chapters, checklists, and was a detailed step-by-step 
manual. The leader's guide was a model of the training structure. The 
researcher was given permission to use this in the study. A sample page from 
this guide has been placed in Appendix G. 
Objectives 
Are there only job specific and technical objectives established or does 
the program include human relation topics? The managers' objectives were 
primarily technically oriented. That is, "teaching people different procedures 
in the store." The attainment of these objectives included completing 
operating procedures, using fashion theory—"We call it merchandising," 
presenting merchandise visually, preventing shrinkage, handling customer 
service, setting schedules, and handling stockroom operations. This training 
62 
had practical day-to-day competencies that were usually taught with on-the- 
# 
job methods. See Table 4 for a list of the competency areas that the 
interviewees thought were taught in their company's management training 
program. 
The training for each technical objective, which included competencies 
in job responsibilities, customer service, stockroom operations, all the 
merchandising skills, reports and company procedures, was mentioned 
regularly by each participant. However, this was not the case with respect to 
competencies in math concepts and fashion theory. Trainees were assumed 
to have good math skills. As stated by one manager: 
You'd [the manager trainee] would have to know, for 
example, you have basic math—your basic fundamentals, in the 
cash office and also for sales, like at what percentage—You need to 
know how to figure out your percentage. 
Math skills were not thought to be crucial. Concerning math concepts, 
one trainer said: 
It's in our register training to a degree, but we don't— 
there's not a mathematical test that we give or anything like 
that. It's really a non-issue with, I mean, that the registers are 
so—they're step-by-step; they talk you through it. Mark ups and 
mark downs, those are all computer generated. 
63 
Table 4 
Competency Areas in Retail Management Training Programs as Reported by 
Interviewees 
Technical Human Relations 
Job Responsibilities People Skills 
Customer Service Communication 
Math Concepts Interviewing 
Fashion Theory Hiring 
Stockroom Operations Time Management 
Merchandise Handling Self-Esteem 
Signing Diversity 
Visual Merchandise Assessment 
Competitive Shopping Managerial 
Effective Promotions Leadership 
Opening/ Closing Coaching 
Shrinkage Counseling 
Credit/ Layaway Mentoring 
Cash in/ Cash out Planning 







When teaching fashion theory concepts, most interviewees talked 
about how up-coming styles are communicated to the stores. For example: 
I would say in the management end, you—we have a lot of~ 
visual merchandising does a lot of that [fashion theory] for you. 
And then provides the information to the stores. I will say that 
the managers are trained on how to make fashion coordinates and 
matching, and things like that; to make sure that you don't put a 
pink with a bright fluorescent green or something. It just doesn't 
match. So, I would say, yes in that [fashion theory] area. 
Fashion theory concepts were used in the product training, especially 
for new lines. One trainer noted: 
Ya, as a matter of fact, the reason we had this last two-day 
meeting was to introduce this [new] concept. This is the first time 
we've ever brought actual product in from New York. They got 
to see the product—touch the product. They're used to selling 
[one brand] right now. All of the sudden we're going to be 
selling outerwear, sportswear, hand-knitted sweaters. They— 
we're talking about the different types of washes, talking, 
different types of fabric. So, we spent, I would say, about four and 
half hours total on various extensive product information, 
provided very thorough glossary of terms that they need to 
know. They need to know the difference between a corduroy, 
and a canvas, and a twill, and a pique. I mean, we've really got to 
teach all that. 
Store procedures, the operations of the store itself, and the proper 
training of a new manager were deemed more important from the managers' 
point of view. As one manager explained, when asked what was the most 
important concept for a new manager to learn: 
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The most important thing that a manager needs to know? 
Is to have a dependable person underneath him. Just make sure 
the store opens. The bottom line, I mean the store has got to 
open. You hire dependable people. Dependability, and 
communication with [the people you work with]. 
Communications and hiring skills were discussed by many of those 
interviewed. Human relations competencies, development of their people 
skills, were objectives of both company trainers and managers. For a list of 
these competencies, see Table 4. When asked what skills were most 
important to develop, another manager said that "communication, 
interviewing, hiring, and time management" were important. Another was 
more definitive: 
Dealing with different, all kinds of people. Personalities, 
language barriers, diversity, I mean all kinds of different 
backgrounds that people come from. And it really takes a lot of 
patience, understanding, and maintaining the person's self¬ 
esteem . .. They did have give us training as far as specifically 
maintaining the associates' self-esteem. 
Leadership training, "to build a solid team, and coaching and 
counseling" were very important to learn, said another manager. Human 
resource and training personnel were involved with those types of personal 
development objectives, "coaching and counseling and things like that." 
Selection of Management Trainees 
Who are the management trainees and how are they selected? 
Selection of management trainees varied. Trainers said that hiring profiles 
were used in the selection of new managers. Leadership and managerial 
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skills and interview processes were used for selecting manager candidates. 
From the managers’ perspectives, experience in retailing and proven 
productivity from the sales floor were most mentioned. 
One trainer placed great emphasis on the specific characteristics 
managers need to have. Those were: 
The ability to assess whether it's people, a need in the 
building, a business need. The ability to assess what the need is, 
then create a plan to meet that need, a goal, a target, whatever 
that might be. And, then strong communication skills in order 
to make that happen. Whether it's to ask for resources, to 
communicate to others, there's a lot of things that fold into that. 
Those are, to me, are managerial skills—communication, 
planning, assessing are some core managerial skills. 
Another trainer talked about the process of hiring a new manager 
trainee. He explained: 
Right now we're really in the process that at our last DM's 
[district managers'] conference that we had in March, we really 
spent a lot of time working with the district managers to develop 
hiring profiles. What are the traits? What are the characteristics? 
Tell us your best management person and why are they so good. 
And then look at the rest of your team. And do they match that 
profile and, if not, why are they working here? So we really spent 
a lot of time teaching them how to recruit, based on a profile. 
How to interview—what's legal, whaf s illegal. Our approach is 
get to know the person—spend 5 to 10 minutes on the resume, 
spend 45 to 50 minutes exploring the person and making sure 
they're going to fit the organization. Asking a lot of questions to 
really get them to open up. I mean, anyone can tell you what 
they've done in their last job. I want to know what makes this 
person tick. I want to know about work ethic. I want to know 
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how they relax. I want to know if this is a balanced individual 
that's going to fit our specific business profile. 
Selecting new managers from the sales floor was mentioned most 
often. For example, one interviewee said that "probably 98% of our store 
managers are promoted from within." Recruitment from other stores, job 
fairs or advertising, and college recruiting was also mentioned. As Andreoli 
(1995) had pointed out, hiring veteran managers from outside organizations 
was still in practice. A trainer mentioned: 
We do job fairs and that's a big thing but it doesn't 
necessarily just mean college recruitment. We have job fairs for 
anybody who is without a job. We hold them usually quarterly. 
We advertise that. We do within recruitment, like we take care 
of recruiting for open positions from other companies. We'll go 
out and do a little competitive shopping and which I probably 
shouldn't say. [laugh] Everybody does it. 
She was right. All the trainers and managers the researcher 
interviewed mentioned hiring quality managers from other stores. One 
manager said it was a way for managers to increase one's salary. 
One trainer was concerned with too much hiring of managers from 
within. He said, "We do, to a fault, we've done too much promotion from 
within in the past." One manager thought just the opposite. Hiring from 
within was not used enough. He said: 
I think if you're in the position, as an assistant, in a store, 
and you're capable of operationally getting the job done. You 
should get the job. Personality wise, I think. They look at it 
[hiring from within], but not enough. 
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Another trainer agreed: 
Usually within the company. We like to promote from 
within. So, we hand-pick the best qualified candidates and get 
them into the executive training program, which is what I head 
up. If I don't feel that there is anybody ready for [that] type of 
responsibility, then I will go outside the company. 
Practicality was also an issue in selecting manager trainees. For 
example, one manager thought that the only reason he was promoted was 
because he was the only one who had enough experience and he was in the 
right place. He thought: 
Well, I, again I think it, it may be time. They were stuck, 
obviously I'm putting down myself, somewhat. I'd been here for 
a year and four months, so I actually know how the operation 
goes. It would be stupid to bring in another manager from 
another company in here. And have an assistant train another 
manager because it would always be on their minds; so obviously 
they're not going to train this person properly. And, I just don't 
think they had the time to train a manager outside. They just 
lost two or three people, they needed someone there that knew 
the product, that knew the goods. 
Teachers and Goals 
Who does the training and what do the trainers want to accomplish? 
Who does the training? Off-site classes or seminars were conducted primarily 
by human resource or training personnel. On-site, in-store training was 
conducted by store or department managers. The use of experienced, long- 
tenured employees for specific training objectives was also cited by trainers 
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and managers, "They do parts of the training, as well, to free up the member 
of management." A manager described the process: 
For new assistant managers if s done by the store manager. 
The training clusters, as they're called, they have a trainer [that] 
does that, conducts the cluster. [The] department manager, she 
would do the training of an associate-a floor associate. [As a] 
supervisor, you could more or less, like a head cashier, my head 
cashier would do the training of cashiers. I have a backroom 
coordinator, he would be training any processing people that 
work with him. 
One training supervisor noted: 
The bulk of it is done by store line management. That's a 
very big focus of [this company] [that] is that sales managers train 
sales associates. Store managers train sales managers and we as 
training managers really do most of the coordinating of the time, 
the location, the—who the trainer is going to be. And, then we'll 
pitch in with certain classes. There's a sales executive as trainer 
class. We'll teach the train the trainer class. 
Human characteristics played a major part in how and what each 
manager taught their new managers and other employees. What people 
brought with them to the workplace on a particular day made differences. 
How one was raised made an impact on work ethic. One manager stated: 
On my level I try, I try to make it~to have my employees 
be more responsible for themselves. When I interview 
someone I stress right up front that they have to get to work on 
time. I was stressed that at a young age. I grew up on a farm and 
I always had stuff to do. But, sometimes you don't want to go to 
work, but in reality most people have to. I stressed get here on 
time. I think thaf s the most important—it starts your day off— 
it's, let's get up and know you have to do this and not, you 
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know, say you didn't have a job, I mean your attitude towards 
everything is just down the tubes, I think. 
What are the goals of the company in providing management 
training? The goals that companies' had pertaining to training were 
perceived in various ways by the interviewees. Consistency and structure for 
the company were mentioned often. Both company and trainee goals 
mentioned by interviewees are presented in Table 5. 
Perception of company goals varied. Examples included: "We are 
looking for internal hires and promotions." "So they would have the proper 
management, especially when the company is ready to expand." "Oh, well, to 
increase their productivity." "You train someone to take your place if you get 
promoted or if you’re going to another store." "In order for me to leave!" 
One manager summarized her perception of her company's goals for 
training, "That’s probably an obvious one ... to strengthen any organization 
you need people that are well developed, and trained, and really ready to go to 
the next level." 
Recommending that training was necessary for all managers, especially 
new ones, one manager was deliberate in her affirmation that the company 
wanted consistency in the structure for the company's management training 
program. She explained it, while talking about training an assistant to be a 
manager, as follows: 
It7s very thorough. There's no stone left unturned. There 
is a structure that makes the manager make sure we spend so 
[much] quality time with the trainee. And the trainee feels 
comfortable coming to their manager or to someone else if she 
couldn't get what she needed from me, she would, if 
the assistant doesn't feel comfortable with what she is getting 
from me there is an open door policy, where she could go to 
71 
another person. She could go to the district manager. She could 
go to a human relation manager. 
Table 5 
Goals in Management Training Programs as Reported by Interviewees 
Company Goals Management Trainee Goals 
Build a Solid Team Career Movement 
Consistency Wanting to Learn 
Structure Growing in Your Position 
Strengthen the Company Going Forward 
Internal Promotion 
Increase Productivity 
Continuity of Managers 
To attain both company and trainee goals, one person concluded: 
It's the bottom line. If s how we're going to increase sales 
and, you know, the two major goals of our company are to 
increase sales and develop people. They both tie in, if you 
develop people you will increase sales and those are the two 
priorities. And, to do that training is obviously a major 
initiative in developing people. 
What are the goals or purposes for a management trainee for 
participating in a management training program? Most interviewees said 
that career-oriented goals were the main reason for taking management 
education. One manager said, "Some people who certainly want to get ahead, 
usually end up taking material home and learn themselves." Another said. 
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"I think it's human nature-most people want to learn and want to grow in a 
* 
position/' "I think, thaf s really the key in going forward," said another. 
When asked why would an employee want to take the program, one 
trainer gave a more detailed perception: 
I think thaf s human nature-most people want to learn 
and want to grow in a position. I would imagine that would be a 
motivating factor. I think a lot of people equate personal 
development with also getting ahead. So, if I want to get to 
the next level; what type of things do I need to work on for 
myself, right now? 
Methods of Teaching 
Objective 2. To review methods used by trainers in apparel retail 
management training programs. 
Training Sites and Times 
Where and when is training held? Most training was held in the store. 
Specifically, on-the-job training was advocated by all interviewees. 
"Through experience, it's the best way and really the only 
way. You can be taught in the classroom, but until you actually 
are thrown into a situation—presentation, where it's real and it's 
live and you have to make a decision." 
One trainer reaffirmed, "I would say there's a tremendous 
amount of on-the-job training or working with your supervisor." 
Off-site examples for training included: "Usually only classroom 
lectures are done [off-site] when we're rolling out a new program." "We do 
[off-site] training in the one-week formats and also at the DM [District 
Manager] leadership conferences." In one company, regional training of 
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existing managers took place in hotels, where large groups of managers were 
trained in a seminar setting. This concurred with Spoden's study (1994), in 
which she documented that only middle or senior level management 
attended both internal and external courses. 
Training was always held during paid work hours for all employees. 
For a new management trainee, a training department person said, "The 
[first] 12 weeks is on-the-job training. And then, from that it's just an on¬ 
going training." A manager said, "What I do is, I initially get a new manager 
comfortable in the store . . . So, I have a functional manager." "Training is an 
ongoing thing," echoed another interviewee. 
Participants commented on the lack of being able to keep on schedule 
with training. "We try to do things monthly, to be able to reach all the 
stores." "It's not very regularly scheduled [and] it's difficult to request special 
training." A manager, in the process of training two new manager trainees, 
commented: 
My training was a lot like the training I give. Very 
random, very haphazard, even though I have this book, it's very 
difficult for me to be disciplined to say okay, in the first week 
we're going to do this. In fact. I've given them a schedule two 
weeks ago, that we would just—under so much pressure on one 
of those weeks—no one was off the sales floor. 
Methods 
What teaching methods do trainers use? On-the-job training was the 
primary method used. The types of on-the-job methods varied. One-on-one, 
coaching, delegation, and mentoring were used in their stores according to 
those interviewed. "We have a whole buddy system in place in the stores, 
said one trainer. Another trainer, "Part of it is just spending time, almost 
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one-on-one coaching the person. And, probably sharing some success stories 
with them." A manager said, "And I show them that I can do it. As far as 
customer service, iF s really important to be a role model." 
One new manager, in an ongoing training program, said: 
The company has started a mentor program. They pair the 
managers up with veteran managers from other stores that have 
the same department. So, any kind of knowledge or questions 
that I need answered I can get. I can go work with them and 
theyTl come work with me. 
As Geiger-DuMond and Boyle (1995) suggested, a well-designed 
mentoring program will help develop strong managers. The participants of 
the study acknowledged that mentoring is a growing method in retail 
training. One interviewee said: 
And I was very fortunate to have another department 
manager who was my buddy, who I worked really close with. 
Because, when we first opened the store, they over hired 
managers. Then it decreased, slowly. So, I was working very 
closely with her and she took me under her wing and trained me. 
So, I was very fortunate to have that happen to me. 
Methods for off-site or home office classes were different. Role playing, 
discussions, and case studies were mentioned. Trainers limited class lectures. 
For example, a trainer noted: 
I like a lot of interaction in my classes. I'm a firm believer 
in, you talk for five minutes, you let them talk for five minutes. 
There is some sort of activity or exercise. We talk for another 
five minutes. IFs very interactive. 
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Trainers were also concerned with the learning styles of their trainees. 
* 
One trainer said, "Different training methods work better for different people. 
[It depends] what development level they're at." So videos, training 
manuals, checklists, and group training were used to complement the one- 
on-one training. The training methods that interviewees said were used in 
their management training programs are listed in Table 6. 
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Assessment Tools and Feedback 
Objective 3. To review assessment tools in apparel retail management 
training programs. 
Assessment Tools 
What assessment tools used by trainers in apparel retail management 
training programs? Various methods were used to assess the trainees 
understanding of a learning objective (see Table 7). Written skills 
assessments, oral questioning, group presentations, checklists, "action plans," 
and observation were mentioned repeatedly. One trainer said, "I'm a firm 
believer in 'inspect what you expect/ If you get 85% on the skills assessment, 
congratulations were going on . . .” 
Table 7 













Checklists were used by some trainers. It was a structured way of 
letting both the trainer and the trainee know what was expected of each. One 
trainer said: 
The only thing we do, in the very beginning when we 
hire a sales manager, is we will give them a series of checklists. 
And it's like a check to meet with each of the key players in a 
particular store-store manager, ops [operations] manager, start 
team leader, visual managers, security manager. And that is 
something they do on their own-sit down and talk with them. 
The checklist just gives them the key points that [they] should 
touch upon, to make sure they get clarification on what the 
policy is in a certain area. 
One manager said that asking was the way he knew his people were 
understanding, and "By the questions that are being asked." As a store 
manager, one participant said that there were certain objectives that a trainee 
had to meet. She continued: 
So, I need to be able to sign off all of these specific tasks 
that I completed. As I store manager I would need to validate 
that, so I might ask you, or just watch you do something that you 
already learned. Then there are questions asked of the trainee 
[that] the trainee needs to fill in that are business related. So, for 
example, if you learned the principles of how to process in the 
backroom, using what we call "working smart method," or the 
question might be why are "working smart methods" important 
to our business? So, that I can translate what I learn into 
business application. 
Action plans were usually used by district managers in order to assess a 
manager's progress on particular objectives. Every time one district manager 
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went into any store he would have an action plan that would examine 
different areas of a store. If there was an area to correct, it would be placed on 
the action plan to be solved by the next store visit. This was called the 
delegation method by Rae (1994). 
Managers used self-assessment when quarterly reviews, promotions, or 
pay raises were discussed. Self-evaluation was also used in conjunction with 
action plans. In one case, a store manager was training an assistant manager 
to be a store manager. She spoke about how she used self-evaluation 
techniques: 
Yes, we would ask them to [do them] more formally as the 
assistant grows with the company, self-evaluations are built into 
every evaluation period. So, for any position in the field they 
should be doing a self-evaluation . . . the store manager would 
ask an assistant to, where do you rate yourself. 
One trainer talked about group presentations. "We assign them to 
groups of four or five and give them very difficult case studies. They have to 
get up and present. That's instead of giving them a written test." 
But, one manager thought that presentations were difficult, "They said 
that role playing was good at that level. I was shy about it because I've never 
done it before." 
Observation was a tool used by many managers and trainers to assess 
program learning objectives. "By watching them, observing them, and seeing 
how, whatever I've trained them on, if they can just take that and use it right 
off the bat, on the floor, and put it to work," is how one manager thought. 
Performance evaluations are "very thorough," said one trainer. 
"They're thought out. This is their job—the reviews, performance 
evaluations, are based on their job descriptions." 
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Another interviewee commented: 
We have practice evaluations. Or just—there's progress 
meetings weekly. There is a practice evaluation at it's—I 
shouldn't even call this a practice. It really is an evaluation at six 
weeks, that again is tied directly into their job description, but all 
we look for is whether you meet expectations of the company or 
do not meet expectations of the company. And, we look that you 
meet them in at least 80% at six weeks. 
She continued, "We re-visit that exact same evaluation at 12 weeks to 
see, yet again, do you meet or do not meet expectations of the company. And, 
at that point we’re looking for 90%." 
A "secret shop" was an evaluation technique used. A secret shop is a 
method by which the store is visited by people who, unknown to the 
employees, act as customers and evaluate the customer service of a store. 
This was used to evaluate the customer service obtained from sales people. 
The manager’s evaluation was looked at from the perspective of the whole 
department or store, that is, an assessment of how the managers trained their 
staffs. 
In one organization, the job description of a store manager called for 
15% of the manager's time to be spent on training. When asked about the job 
responsibilities and time restraints in running a store, one trainer said: 
That's built into their job description. Now, as a company, 
we provide the tools that can help that store manager achieve 
the company's expectation. I don't feel confident to say that 
happens across the board. I know for a fact that we have 
management surveys, we do time allocation surveys to see 
where people are spending their time. And, we know for a fact 
that they're not spending at least 15% of their time in training. 
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And, that they're not receiving 'meets expectation' on their 
performance evaluation. So, we know that there are definite 
gaps. 
Feedback 
Poes the trainee receive any feedback? Sometimes feedback was used 
in conjunction with a self-evaluation. A manager recalled: 
Usually what happens is when the person is being trained, 
say for example, I have a new operations person. What I'll do is 
after two months on it~where he’s comfortable with it, which is 
about six to eight weeks. I'll have him do a review on himself 
and what I'll do—what we’ll do is go out to lunch and we'll talk 
about it. 
All interviewees said that trainees received constant feedback. A 
manager noted, "By me following up and saying, 'You’ve done a good job,' or 
if I see that he's struggling, 'What can I do to help you? What road blocks are 
you encountering?' " 
Program Evaluation 
Objective 4. To review apparel retail manager training program evaluation 
techniques. 
Effectiveness 
How does the trainer measure program effectiveness? From the store 
level perspective, some interviewees considered quarterly reviews and 
checklists as a means of evaluating training effectiveness (see Table 8). One 
manager said. 
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Through the training program, they should have received 
* 
all the tools and all the information they need to obviously do 
their job. After completing the training program, there's always 
going to be some follow-up type training, but it's really through 
using the grids and the com [communications] log and daily 
observation to see [how well they actually do]. 
Table 8 











The only way to be promoted in one company was to pass a very in- 
depth skills assessment test. It consisted of a few hours taking a written 
examination. Specific course or class evaluations were conducted at off-site, 
home office training facilities. So feedback for those particular objectives was 
available. 
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One trainer suggested that looking at a data base to see if all the people 
in the organization have gone through the classes might help with 
evaluating the training program. But that was not being done. He also 
considered that test scores, units per transaction, and better scores for the 
store's secret shops might be possible program evaluation techniques. Again, 
those were not being used yet as evaluation techniques. 
Retail management turnover was also considered as a training 
program evaluation technique. 
Management Turnover 
What was the rate of turnover after completion of a management 
training program? Managers showed much concern about the turnover rate 
in their stores and departments. One manager mentioned: 
[We lose] managers who have been here [as little as] two 
months just as quickly as those people that have been here [as 
long as] 20 years. If we lose one more manager it will be 100% 
turnover rate in a year and a half. 
Conversely, one manager declared, "I've lost one [in] one and a half 
years." And another said, "In 1995,1 had one turnover and that was the only 
turnover I had in five years, other than people being transferred or 
promoted." 
Although turnover was perceived as high by most interviewees, they 
were unable to say what their company's actual management turnover rate 
was. However, the following comments were recorded: "It's probably in the 
neighborhood of 30%." One person said, "I've been here almost four years, 
using myself as an example, I think [that] there are 3 of us [left] out of 20. 
83 
One trainer announced: 
Assistant managers, I think, overall it's a very high 
turnover rate. I want to say it7s between, in a year, between 60 
and 70%. Store managers, it's less. And, if they usually get 
promoted they tend to stay longer. I would say 30 to 40% is my 
guess. 
Overall Program Evaluation 
How does the trainer ascertain if the program has met its goals and 
objectives? Retail management turnover was considered as a measurement 
of training program effectiveness. However, according to the people in the 
study, programs were not being evaluated precisely. For example, one trainer 
remarked: 
I honestly would like to see more of that [total program 
evaluation] done. [The training manager] and I talk about [it], 
but we lose that Teaming evaluation/ But, we're working on 
ways now to gauge how has their performance changed after it 
[the training program]. It just so hard to manage with the 
number of stores that we have. But, that's our—one of our goals. 
But, it isn't formally in place yet. We get a lot of informal, 
subjective feedback. But nothing formal. 
One manager seemed overwhelmed with the responsibilities of being a 
manager and discussed the lack of some managers' readiness after completion 
of his company training program. He said: 
For example, register audits and the change key, and the 
million, million meetings we have everyday. I spent last week in 
[another branch] store. I don't think—when most people—and I 
was very lucky to be moved around and work with some really 
great people. I don't think most of the people who get promoted 
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from sales positions really understand what they're going to have 
to do. I don't think they're prepared for it. 
Some changes in management training programs were considered new 
(one to two years old) by the interviewees, therefore evaluations were not yet 
included. Some evaluation techniques were used in conjunction with past 
experiences and past programs. For example, one trainer observed: 
First of all they're fairly new [the training programs]. 
We've rolled them out in the last two years with the step 
initiatives. So, most of these materials—for existing materials in 
the past, everything had been overhauled and streamlined and 
all of that was a result of feedback from the field. Groups of 
people working together to come up with the best product. The 
really, the only way that I can think of, and I'm sure there are 
other alternatives, but there's one-on-one out in the field, 
talking to managers of human resources, talking to district 
managers, talking to store managers and assistants is really the 
only way to find out how effective they are. The tool may still be 
right, and there may be an execution issue in the store. Which, 
unfortunately, we could create the most wonderful tool ever, but 
if it's not being used, it's not being used. 
Some companies did conduct exit interviews that did help in 
evaluating training programs. One manager commented: 
Yes, my district manager does that [exit interviews] and 
they do ask all kinds of questions. "Why—what we could do 
better, what didn't we do for you, et cetera." My last one [last 
manager trainee to leave the company], yes, she felt that she 
didn't get the training that was said in the operations manual. 
She felt it wasn't done on a timely manner. Which it wasn't at 
the time. And once I became manager, I sat her down and told 
her. I said—I explained to her why it was a month behind 
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schedule and I said all I can do is try to help you out from this 
point on and take it from there. She-I gave her a few points that 
she had to freshen up on. And in that specific case, she just felt 
she couldn't do it. Or, she didn't want to. You really don't know 
the reason why when someone's leaving. 
A trainer also expressed concern: 
I think it is that we don't deliver what we promise to 
deliver in an interview. I think we say, you know, we'll train 
you, you'll receive feedback. This is the expectation of the 
company. And, I think, a lot of people become disillusioned- 
people that have left the company. I've had assistants that have 
left, who said this just wasn't what I thought it was going to be. 
Or, as a store manager, that did not do a good enough job 
training them initially. Obviously, there are some personal 
reasons and things like that. But, most often, associate ranks as 
well, we don't deliver what we promised. 
When expressing views on how well they thought their management 
training program was and what could improve their company's training 
program, interviewees though that communication, structure, and 
consistency seemed to be the key points. One manager was very direct: 
I think the communication from the home office to the 
stores has to run efficiently above you before you can run 
efficiently at the store level. That7s where it all stems from. They 
are messed up right now, for the past few months, and I know 
that comes down to the stores. Thaf s why the stores have not 
been meeting their plans in the past few months. 
When a trainer was talking about the fact that the company no longer 
had conference training, he said: 
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They [the managers] missed the communication and 
missed the camaraderie. But the rationale was just we're so big 
now, it's very costly and it's so hard to have consistency when 
you do something like that for almost [number of] stores. I think 
from the communication and the feeling of being connected, it's 
missed. 
Some communication does exist and new technological advances are 
helping. One manager noted that technology was being used in 
communication. For example, when she discussed competitive shopping and 
informing other management personnel about the results, she said: 
You can go to [our main competitor] and just look around 
and see what they have. And what we don't have we let our 
buyers know. We just, actually, we just e-mail them what they 
have and what we don't have. 
But, technological advances were not generally used for 
communication of department or store problems. One manager noted what 
happened when the store was having problems with a new system for the 
registers. He said: 
The trainer did not help us, maybe a half hour, I guess, on 
the new system, which the home office is still trying to figure 
out, a month into it. So, instead of calling the home office a lot 
of times we go to the manual. If we can't get it from the manual 
we'll call the home office. And, right now, they can not help us, 
so. 
Other managers were also concerned about communication. One 
manager commented: 
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Obviously, I think, every store needs better 
communication from the office to the store level. I think the 
office people are really out of touch with the store level. They 
don't really realize what goes on a day-to-day basis, face-to-face 
with a customer. I think the entire personnel are out of touch. 
[We need] a couple—a few more meetings a year. They're helpful. 
Honestly, once a year for three days, crammed into three days, 
isn't sufficient enough. It should, probably, maybe, a small 
meeting maybe quarterly. I would suggest that would help, I 
think, a lot of stores in certain areas; tremendously, I think. I 
think all the information that you receive is very helpful towards 
you, it may be right or wrong sometimes in your mind, but you 
can pick out, you know, the good parts of it. So, obviously, you 
can delete the ones that you just know are not going to work in 
your situation or your store, or your environment. 
Another trainer was also concerned with communication. She said, 
"Senior levels of the field—so, that if they had more feedback or they had 
more information about what was happening in their regions. They could do 
something with that information." 
In summary, the findings of the study reflected the opinions and 
perceptions of the participants. Two of the companies no longer had tuition 
reimbursement. All three apparel retail companies' management training 
programs included mostly technical and some human relation objectives. 
Management trainees were selected most often from within their companies. 
Trainers included managers, supervisors, experienced personnel, and 
company trainers. Interviewees perceived profit to be the main company goal 
for their management training programs. They also thought that the 
foremost reason for trainees to take classes was to better their careers. 
The findings documented that methods varied within training 
programs. Training sites were most often located within the store, with some 
88 
off-site training being conducted. The methods used for training were hands- 
* 
on, on-the-job training for technical objectives and some classroom or other 
methods used to teach human relation objectives. 
When asked what assessment tools are used in their management 
training programs, the interviewees thought that observation was used most 
often. Other assessment tools were also used. They said feedback to the 
trainee was usually immediate. 
Determining training program evaluation techniques was also variable 
within these companies. Evaluation procedures included, but were not 
limited to, performance reviews, written examinations, and observations. 
Exact figures for manager turnover rate, which could allow for a clearer 
measurement of program effectiveness, were neither kept nor known by the 
interviewees. Communication among managers and senior personnel was 
perceived to be lacking by most of the interviewees. Precise program 
evaluation was not performed regularly, if at all. 
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CHAPTER 5 
SUMMARY AND IMPLICATIONS 
The major purpose of the research was to examine the nature and extent 
of continuing education and management training programs used by three 
apparel retail companies; and to document their programs according to their 
content, objectives, methods, assessment techniques, and evaluation 
procedures. An additional purpose of the study was to inform educators and 
retailers about recommended retail management training practices in order to 
better prepare their students and employees. A summary of the study, the 
methodological overview, findings, conclusions, implications, and 
recommendations resulting from the research are presented in this chapter. 
Summary 
The study described apparel retail education and management training 
programs in the words of the managers and trainers that were interviewed. 
The focus of the study was to meet the following objectives and answer the 
corresponding questions: 
1. To review the content and objectives of continuing education and 
management training programs used by three apparel retail companies. 
What types of education or training programs exist in apparel retail 
companies? Are there programs for both the newly hired and existing 
employees? Are there only job specific and technical objectives established or 
does the program include human relation topics? Who are the management 
trainees and how are they selected? Who does the training and what do the 
trainers want to accomplish? What are the goals of the company in 
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providing management training? What are the goals or purposes for a 
management trainee for participating in a management training program? 
2. To review methods used by trainers in apparel retail management 
training programs. Where and when is training held? What teaching 
methods do trainers use? 
3. To review assessment tools used in training programs. What 
assessment tools used by trainers in apparel retail management training 
programs? Does the trainee receive any feedback? 
4. To review program evaluation techniques. How does the trainer 
measure program effectiveness? What is the rate of turnover after 
completion of a management training program? How does the trainer 
ascertain if the program has met its goals and objectives? 
A literature review of qualitative research methods, the apparel 
industry, and retail management training provided insight for developing 
the interview questionnaire. The topics found in the literature review 
focused on the study's questions, provided a background for selection of 
appropriate methodology, and reviewed studies on apparel retail 
management education and training. 
Methodological Overview 
The research design, data collection method, and analysis used for the 
study were described in Chapter 3. The design method was qualitative 
research, employing a multiple-case study technique and using in-depth 
interviewing to gather the data. The cases for the study were three randomly 
selected apparel retail companies that met the following criteria: (a) the 
training or home offices were located in a selected state; (b) the companies 
were classified under the Standard Industry Classification (SIC); and (c) the 
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companies had a minimum of 50 stores, a training program, and training 
department personnel and managers who were willing to be interviewed. 
An interview questionnaire was developed that used closed-ended questions 
for securing demographic information and open-ended questions for 
obtaining content, objectives, methods, assessment tools, and evaluation 
procedures. Interviews were conducted over a period of one month during 
1996. Each interview took at least one hour, was tape recorded, transcribed, 
coded, and indexed. Categories were coded, indexed, and analyzed with the 
use of QSR NUD*IST software application. 
Validation and reliability of the study was enhanced by following the 
design recommendations of Locke, Spirduso, and Silverman (1987). 
Credibility checks, as advocated by LeCompte, Millroy, and Preissle (1991), 
were made consistently throughout the research. Reliability was ensured by 
following a clear method of analysis and the use of a multiple-case study. 
Finally, the study reflected the arena that it described; therefore, according to 
Rubin and Rubin (1995), the research must be valid. 
Findings 
Data for the study were collected during 15 in-depth interviews of 
managers and trainers within three apparel retail organizations of a selected 
state. The positions and retail experience of the interviewees varied. A total 
of 52 categories were realized from 14,125 text units (see p. 54 and Appendices 
E and F). Theoretical saturation was met when no additional categories were 
found. 
Generally, managers thought that their company's organizational plans 
were going to directly effect management. Some interviewees believed that 
consolidation and expansion were going to bring them more work. Others 
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were excited about the new ^organizational prospects. Some were unaware 
of their company's reorganization. 
Almost all the interviewees thought that customer service was the 
reason their company stood out above other retailers. They also listed other 
reasons-such as product quality, value of the goods, store name recognition, 
and shopping environment. 
As described by managers and trainers, the content of management 
training included both job-related and human relations type objectives. 
Frequently, hands-on, on-the-job methods were used for job-related 
objectives and classroom-style methods of teaching were used in pursuing 
human relations objectives. 
Assessment tools were varied. Observational techniques were most 
commonly used for assessing competencies. Checklists, action plans, oral and 
written questioning, and self-evaluation techniques were also used. 
Secret shops, while used as assessment techniques, were also a means 
of program evaluation for some trainers. Some trainers measured program 
effectiveness with feedback as well. They listed written examinations, 
quarterly performance reviews, the number of managers enrolled in classes, 
and manager turnover as other methods of program evaluation. Even 
though the manager turnover rate was not actually measured in some 
organizations. 
Managers and trainers commented on the lack of training program 
evaluation. Managers also mentioned the constraints they had in finding 
quality time to spend training new managers on-the-job. Both managers and 
trainers noted that communication, consistency, and standardization were 
needed in their company management training programs. 
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Data, obtained using the descriptions and perceptions of managers' and 
trainers' interviews, helped to answer questions asked in the study. These 
data documented: 
1. The review of the content and objectives of continuing education 
and management training programs used by three apparel retail companies. 
• Interviewees defined the program contents of their company 
training, and what they believed to be important for a manager's 
development; both job specific, technical competencies, and the 
human relation competencies. 
• Participants discussed how management trainees were 
selected. They said that, for the most part, management trainees 
were selected from within the system; some were also obtained by 
recruiting from other retail companies, job fair, advertisements, and 
colleges. 
• Who trained the new and experienced managers was 
described. Along with company trainers and experienced non- 
managerial employees, managers did most of the training, 
especially when it came to on-the-job store procedure content areas. 
• Goals of the training programs were defined in the 
interviewees' own words. Participants spoke of these goals from 
both their companies' perspectives and the trainees' perspectives. 
The interviewees believed profit to be their company's goal, with 
managerial continuity, and employee-development mentioned 
secondarily. Goals of individual manager trainees were generally 
perceived as career-oriented or self-improvement related. 
2. The review of methods used by trainers in apparel retail 
management training programs. 
94 
• Interviews provided information about the methods trainers 
used for specific content during individual classes, courses, or 
seminars. Included were both on-the-job and classroom-type 
methods of training. For examples, participants mentioned 
mentoring, delegation, coaching, lectures, and case studies. 
• Training sites, times, and lengths of programs were described by 
the study's participants. They talked about training that was held 
both at off-site and in-store locations. Some suggested that actual 
times for training a new manager ought to be flexible according to 
the trainee's and the store's needs. 
3. The review of assessment tools used in training programs. 
• Trainers listed different techniques they had used to assess 
whether or not the educational objectives of particular lessons or 
seminars were met. These included, but were not inclusive of 
exams, self-evaluation, observation, and other means of evaluation. 
• Participants of the study described any trainer-trainee 
feedback. Most feedback was immediate and verbal, with some 
written feedback occurring particularly during promotional review 
periods. 
4. The review of program evaluation techniques. 
• The managers and trainers who participated in the study 
related the use of some techniques for evaluation, but also 
commented on the lack of actual evaluation done on the whole 
management training program. 
• In most case, the interviewees were uncertain of ways 
that were used for obtaining program success measurements. Some 
considered quarterly reviews, class enrollment, and management 
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turnover. Examples of training program evaluation criteria, which 
were actually assessment tools used for individual sessions, 
included sales per transaction, results of written exams, and what 
participants called "skills assessment." Evaluations by secret 
shoppers were also considered as a program evaluation technique. 
• Turnover rate for managers was discussed. However, 
participants estimated figures or gave examples of specific 
circumstances of turnover rate. No interviewee gave actual figures. 
• A lack of consistency, communication, and standardization of 
training programs was noted by some interviewees. Managers also 
commented on the lack of time for training. 
Conclusions 
Some of the findings and related problems that retail company trainers 
and managers perceived within their training programs are described in this 
section. This discussion sets the framework for drawing implications and 
making recommendations. 
Apparel retailing in the United States has gone through many changes, 
from the small owner-run businesses of the 1800s and early 1900s, to the 
multi-chain organizations of today. In the 1990s, retail corporations, for the 
most part, are large conglomerates. Mergers, acquisitions, and restructuring 
of departments, divisions, and even whole companies have set the current 
direction in retail corporations. 
Most of these multi-chained retailers had recognized the need to 
educate and train their employees if their goals to satisfy the consumer and 
make a profit were to be met. However, educating and developing top retail 
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managers comes with a cost; an outlay of both management's time and 
company's money. According to the interviewees, neither of these resources 
was used adequately by any of the companies. 
Retailing has been in constant transition. As documented by the study, 
training programs also have been continually changing. Not only has 
organizational restructuring necessitated change in the merchandising 
content of training programs, but education in technological advances also 
has been included for the company to remain competitive. New technology, 
computers, and e-mail, for example, have changed the way report filing and 
scheduling has been done. In some companies, this has resulted in a need for 
computer classes pertaining to the companies' software applications. 
The consumer market also has changed. In the 1990s, the retailing 
industry has become more consumer driven than in the past. Customer 
service has been determined to be a primary strategy of retail companies. 
Training departments, in off-price as well as specialty and department stores, 
have recognized this and have developed programs to improve the quality of 
customer service. Everyone of the participants interviewed mentioned 
quality customer service as being very vital for their company. 
Not only have the consumer markets changed, but retail employees 
and managers face different challenges. Lifestyles and demographics of 
employees and the responsibilities of managers have stimulated training 
departments to try to accommodate schedules and include more educational 
objectives pertaining to human relations. Courses in leadership training, 
learning styles, diversity, and time management have been offered. 
Some training programs have been designed to be both learner and 
company goal oriented. Methods used in the industry have tried to meet 
both of those issues by using various techniques. For job specific skills, such 
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as store procedures and merchandising, manager-trainers used on-the-job 
approaches such as mentoring, buddy system, coaching, and delegation. On 
the one hand, on-the-job training gives a manager an extra person on the staff 
to rely on when customer traffic increases; but, on the other hand, finding 
time for a manager-trainee is difficult for many managers. 
Training topics such as communications, self-esteem building, and 
leadership have been taught using role playing, case studies, and group 
seminars. Usually, as noted in the study's interviews, most of this type of 
training was done off-site, customarily in a training center, and with a 
company trainer. 
Although, in the study's literature review, computer methods of 
training were mentioned, they were not suggested by interviewees within the 
study. The exception was the use of computer training for new software 
applications having to do with the cash register and employee scheduling. 
More hands-on and trainer-trainee methods were used in these areas by 
participants of this research. 
Trainers, managers, and literature have maintained that the day-to-day 
operations of a store were best learned on-the-job. As documented in the 
study, learning by doing and the guidance of a mentor were used to develop a 
quality manager able to deal with technical problems as well as employee 
relations problems. 
As some studies had indicated (Baldwin & Ford, 1988; Edwards, 1950; 
Bluestone, et al. 1981; and Berardelli et al., 1995), training programs should 
also include education in communicating, organizing, and leadership 
competencies. Managers needed and wanted these human relations courses, 
but also wanted practical applications and examples so that knowledge could 
be applied in the store. 
# 
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The communication of existing and new programs was not constant in 
the retail companies studied by this research. The rapid expansion and 
restructuring of retail corporations had developed communications and 
consistency problems. Some personnel in the field did not know what 
programs were available to them, and if they did, they often felt that their 
company's senior management did not listen or were not aware of store 
management problems. 
The time constraints that managers had to contend with made it very 
difficult for training new managers. Retail management responsibility had 
grown to not only include merchant-related duties but also included training 
obligations. All trainers and managers thought that a formalized, consistent 
manager training program needed the necessary time to be able to develop a 
quality manager. 
Lastly, although assessment techniques were being used for individual 
program objectives, evaluations for the overall management training 
programs were inconclusive. These respondents seemed unable to 
distinguish between assessment of trainee performance, having undergone 
company training, and evaluation of the effectiveness of the training 
program itself. The same methods and measures were repeated by the 
respondents when queried about assessment tools and program evaluation 
methods. It is also possible that none of the companies employed a systematic 
means of establishing program effectiveness. Managers and trainers both 
regarded that program evaluations were either inconsistent or non-existent. 
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Implications 
This study has provided a qualitative approach to researching 
education and management training programs in the apparel retail industry. 
This non-statistical approach allowed the researcher to describe the 
perceptions of those interviewed; how they thought their training programs 
were in their own words. The implications of this multiple-case study 
research are drawn from the interviews conducted. The descriptions and 
explanations are as were perceived by the interviewees. Construct validity 
and reliability techniques were built into the research design, allowing for 
replicability and induction in other cases. 
The study, in presenting the managers' and trainers' descriptions and 
perceptions of their companies retail management programs, provides an 
internal understanding of the content objectives, methods, assessment, and 
evaluation tools used in retail management training programs. Reviewing 
these programs from the perspectives of the people who directly affect and are 
directly influenced by the training is an approach not used uniformly by 
training program developers, as evidenced by the lack of program evaluations 
described by the participants in the study. 
This multiple-case study explored and described the education and 
training used by three major retail apparel companies to develop their 
managers. The interviews told the stories of those directly influenced by the 
programs. Experienced and new managers and trainers commented on the 
questions raised by the study. These individual observations documented a 
picture of what is the real world in the management education and training 
programs of these retail companies, today. 
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Recommendations 
The development and application of a successful apparel retail 
management training program could help satisfy the primary goals of 
companies in the retail industry, specifically to make a profit and satisfy the 
customers. The analysis of the findings in the study has resulted in the 
following recommendations: 
1. The content of management training programs for apparel retail 
managers should be continually updated to include both new technological 
advances in retailing and human relations areas to accommodate the changes 
in retail technology and the changes in personnel lifestyle needs. Since the 
apparel retail industry is changing constantly, the training program directors 
should update the structure of their training programs accordingly. 
Management trainee selection could be benefited with the 
development of specific criteria related to a particular store's needs. 
Companies should continue to look at internal and external sources for 
management staffing in order to bring fresh ideas and continuity to the 
management process. 
2. The training programs should continue to include all store 
employees—supervisors and experienced employees, as well as managers and 
trainers to help train new managers. 
Specific times need to be scheduled, away from the store, to allow 
managers to train their manager candidates. Training schedules need to be 
flexible to oblige the different learning styles of trainees as well as the store's 
traffic flows and business needs. 
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Training departments should continue to use all types of learning 
methods. In particular, mentoring with an experienced manager should be 
encouraged. A structured program should be developed. 
Off-site training locations, away from the store, are needed for 
managers to attend seminars. These should be scheduled at regular intervals, 
more than once a year, but not every week. This time allows managers to 
compare notes and to discuss common problems, in addition to attaining the 
seminar's intended objective. 
3. The trainers should continue to assess their trainee's progress in 
meeting specific educational objectives. The trainer-managers and company 
trainers should continue the use of observational techniques, oral 
questioning, written exams, and project completion. Prompt and immediate 
feedback should be provided to trainees regarding their progress. 
4. The company program directors should evaluate their apparel retail 
management training programs. Techniques for evaluating the overall 
effectiveness of training programs should be developed and implemented. 
Program goals and objectives must be clearly defined and communicated to 
trainers and trainees. 
All managers who leave an organization should complete an exit 
interview. An analysis of managers' reasons for leaving the company could 
help with developing or changing specific training programs. Manager 
turnover rate should be available to the training program directors. 
5. The companies should address the need to improve communication 
among entry-level, middle, and senior management. It is not what is 
happening that is most important, it is knowing what is happening. 
Company loyalty and employee satisfaction increases with both informal 
(oral) and formal (written) communications. 
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The combination of time and money, communication, consistency, 
evaluation, and standardization in training is paramount if a company wants 
to satisfy its customers and continue to be profitable. 
6. An equally important recommendation is that educators in 
postsecondary institutions continue to emphasize courses in 
communications and feedback and assessment techniques. Field practica and 
internships should be used to supplement classes and provide students with 
industry-based experiences. 
For Further Study 
The significance of the study was founded in the relevance of its 
practical applications. The issues that were discussed were of importance to 
the retail industry and to educators of retail and merchandising students. In 
retail, senior and middle management need to communicate with their 
managers and trainers. In academia, educators need to communicate with 
retailers. In both instances, the communication of needs and wants could 
help to improve education, promote the growth of companies, satisfy 
consumers, and increase job performance and satisfaction. 
More studies documenting other retail management training programs 
are essential. Replication of the study, using the same methodology, very 
possibly could result in approximately the same results, because of the 
researcher's use of the multiple-case study format. However, the use of 
different companies, different trainers, different managers, at a different time 
in a different state, would enhance even further the reliability of the study. 
In conclusion, this qualitative study gave an insight that quantitative 
research could not have realized. People—what they thought, how they 
perceived situations, and why they did what they did, giving their own 
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interpretations of what their company's retail management training program 
was—have brought forth an awareness and description of the retail training 
program arena. They told what their experience was. 
Since retailing is people intensive, attaining and retaining quality 
people is necessary for the survival of apparel retail companies. The 
development and implementation of a quality management training 














_ Request for interview time and date 
_ Telephone call, follow up _ 
Written confirmation of interview time 
Contact person, day before 
verify time and location for meeting 
Mental notes 
Jotted notes 
Full field notes 
Thank you note 
Transcript for verification, if recorded 




LETTER TO PARTICIPANTS 
108 
16 Lake view Road 
Way land, MA 01778 
«date» 




«city», «state» «zip» 
Dear (Title) «name»: 
Thank you for agreeing to participate with my research on "The 
Education of Retail Managers Through Management Training Programs in 
Apparel Retail Organizations." As we have agreed, I will meet you at «place» 
on «appointment date» at «appointment time». 
The purpose of the research is to determine the nature and pedagogy of 
continuing education and management training programs in the workplace. 
This study is important to educators as well as to retailers because 
accountability requires that students pursuing retailing careers be prepared 
through related coursework. Studying retail management training will help 
educators develop curricula that will better prepare students. 
Our interview should take approximately one hour. I want to assure 
you that neither your name nor the name of your company will be used in 
the study. If you have agreed that I may tape the interview, you may have a 
copy of the transcript if you wish. 
I very much appreciate your taking the time to participate in this 
project. This research is part of my doctoral work at the University of 
Massachusetts at Amherst and is the culmination of many years of study. If 
you need to reach me, please call me at my office at Framingham State 
College (508) 626-4706, or at home (508) 653-2081. Thank you again. 
Sincerely, 
Irene M. Foster, Assistant Professor 
Department of Family and Consumer Sciences 
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APPENDIX C 
WRITTEN CONSENT FORM 
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The Education of Retail Managers Through Management Training Programs 
in Apparel Retail Organizations 
1. I, Irene Foster, a faculty member of Framingham State College in 
Framingham, Massachusetts and graduate student in the doctoral program at 
the University of Massachusetts at Amherst, Massachusetts, have been 
researching the education and training programs of apparel retail 
organizations. The purpose of the research is to determine the nature and 
pedagogy of continuing education and management training programs in the 
workplace. This study is important to educators as well as to retailers because 
accountability requires that students pursuing retailing careers be prepared 
through related coursework. Studying retail management training will help 
educators develop curricula that will better prepare students. 
2. You are being asked to participate in this study. There will be one 
interview conducted approximately one hour in length. I will tape the 
interview with your permission. I will use an open-ended questionnaire as a 
guide for the interview. If the interview is taped, it will be transcribed by me 
or my assistant. You have the right to review the written transcript of your 
interview, if you wish. You may at any time, prior to my writing my papers, 
withdraw your consent to have specific excerpts from your interview used in 
any printed materials or oral presentations. If you elect to do this, I would 
appreciate your informing me within thirty days of our interview. 
3. Neither your name nor the name of your company will be used in the 
study. All identities will remain confidential. You are not obliged to 
participate in this study. 
4. My goal is to review, analyze, and write about retail management 
education and training by retail apparel organizations. The papers that I write 
will be part of my graduate work at the University of Massachusetts. There is 
also the probability that I might present this work to various groups 
interested in the content, and that articles will be published in related 
journals. 
5. In signing this form you are agreeing to the use of the materials from 
your interview as indicated above. If the materials will be used in any other 
way, I will contact you for additional consent. 
l/_, have read the above statement and 
agree to participate as an interviewee under the conditions stated above. 
Signature of Participant 
Date 
Irene M. Foster, Interviewer 
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APPENDIX D 
INSTRUMENT / QUESTIONNAIRE 
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MANAGEMENT TRAINING PROGRAMS IN APPAREL RETAIL 
ORGANIZATIONS 
PARTICIPANT 
What is your position with the company? 
Your length of employment in your current position is: 
What other positions have you held? 
Within this company? 
With other companies? 
ORGANIZATION 
Store Type 
Department Store, General Line 
Specialty Department Store, Apparel and Soft Home Furnishings 
Specialty Store, type below: 
Men’s and Boys’ 
Women's Clothing 
Women's Accessory 
Children's and Infants' 
Family Clothing 
Shoes 
Miscellaneous: uniform, sports apparel, etc. 
Other (fill in)_ 
Discount Department Store 
Off-Price Retailer 
Warehouse Store 











Number of Stores in Organization 
50 to 100 stores 
101 to 300 stores 
301 to 500 stores 
over 500 stores 
Does the company have any pending reorganization plans that may affect 





What services does your company provide for its customers? 
gift wrap 
delivery 
store charge card 
rest rooms 






What if anything, do you think makes your company stand out from other 
retailers? 
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EDUCATION AND TRAINING OPPORTUNITIES 





Does your company have an executive training program? 
Does your company have a formalized management training program? 
How are your company's management trainees selected? 
college recruit 




Does your company have training for other personnel? Who? 
experienced employees 




Where does your company hold training classes or sessions? and why there? 
Describe. 
in the store 
at corporate headquarters 
other off-site locations 
other? 
When is training held? 
as needed by the employee 
as needed by the organization 
when first hired 
during manager trainee's "own" time 
during "paid" work hours 
as requested by new manager trainee 
as requested by supervisor 
regularly scheduled 
other? 
How long do the executive or management training program run? 
ongoing 
under 1 month- 
time? 
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What goals does the company have for providing any educational 
opportunities for managers? 
ease of management continuity 
decrease management turnover rate 
increase cost efficiency 
motivate new and existing leaders 
other? 
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OBJECTIVES OF TRAINING 
What does the company or trainer want to accomplish with individual 
training programs? 























CONTINUED TRAINING OBJECTIVES 




stress reduction techniques 
other? 
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Why would any employees want to take any company educational or training 
programs? 
Work related? 
to advance career 
learn technical processes 
to become better acquainted with the company 
Personal growth and development? 
to learn to relax 
to learn how to better use time 
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What methods of instruction are used in training? 
one-on-one instruction 
training by exposure 
computerized instruction 
programmed instruction 
coaching by a supervisor 
coaching by a fellow employee 













Which methods do you particularly like? and why? 
How effective do you think the methods are? 
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What assessment tools are used to evaluate educational goals? 









Do you think these assessment tools are accurate? and why? 
Does the trainee receive any feedback? 
How? When? 
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TRAINING PROGRAM EVALUATION: 
What is used to analyze the effectiveness of a training or educational 
program? 
Turnover 
Typically, how long do management trainees stay with the company? 
What is your company's management turnover rate? 
management turnover rate the first year is 
management turnover rate the second year is 
management turnover rate the third year is 
Does your company have exit interviews for managers who leave their 
positions? 
What are the reason(s) cited most often by managers who leave the company? 








Overall how successful do you think your company's manager/ executive 
training program is? 
Why do you say that? 
Would you recommend this company’s training program as a model for 
other retailers? Why or why not? 
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What if anything, would you add to the company’s training program? 
What if anything, would you omit from the training program? 
Would you like a summary of the results of this study? 
126 
APPENDIX E 
LIST OF CATEGORY NODES 
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LIST OF CATEGORY NODES 
(1) interviewee 
(11) interviewee/ position 
(1 2) interviewee /length at present position 
(13) interviewee/experience in retail 
(1 4) interviewee/ education 
(2) company 
(2 1) company/store type 
(2 2) company/no. stores 
(2 3) company/organizational plans 
(2 4) company/ ownership 
(2 5) company / location 
(2 6) company/ services 
(2 7) company/stand out 
(3) training 
(31) training/trainee selection 
(3 2) training/other personnel 
(3 3) training/ times 
(3 4) training/ sites 
(3 5) training/length 
(3 6) training / trainer 
(3 7) training / reimbursement 
(3 8) training / obj ectives 
(3 81) training/ objectives/ technical 
(3 8 2) training/objectives/human relations 
(3 8 3) training/objectives/future plans 
(3 9) training / executive 
(310) training/ managers 
(4) purpose goals 
(41) purpose goals/ company 
(4 2) purpose goals/trainee 
(5) methods 
(51) methods/why like 
(5 2) methods/ effectiveness 
(6) assessment 
(61) assessment/ tools 
(6 2) assessment/ feedback 
(7) evaluation 
(71) evaluation/ techniques 
(7 2) evaluation/turnover 
(7 3) evaluation/reasons for leaving 
(7 4) evaluation/exit interview 
(8) perceived success 
(81) perceived success/why 
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(8 2) perceived success/recommendation 
(8 3) perceived success/add 
(8 4) perceived success/omit 
(8 5) perceived success/training change 
(9) most import manager 
(10) manager responsibilities 
(101) manager responsibilities/hiring 
(11) manager characteristics 
(12) other comments 
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EXAMPLE OF CATEGORY SEARCH FROM AN INTERVIEW 
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EXAMPLE OF CATEGORY SEARCH FROM AN INTERVIEW 
+++ ON-LINE DOCUMENT: D3 
+++ Retrieval for this document: 12 units out of 815, = 1.5% 
++ Text units 395-395: 
INTERVIEWEE D3: The district manager does, I would say probably eighty- 
five percent of it. They want the managers, obviously, to get out there and 
recruit more, but if they give us a little more time and, um, I would say a 
structured plan to do it. Um, I know we did get one in the managers meeting, 
but it's easier written down than it is doing. I would say. 395 
(3 8 2) (10) (101) (12) 
++ Text units 411-419: 
INTERVIEWEE D3: Yes. [leadership skillsjl went to one in within the first 
four or five months of becoming an assistant. And we haven't seen one 
since. 411 
(3 8 2) 
INTERVIEWEE D3: As in teaching your team or teaching your employees. 
How to do, what to do on a timely basis. Set them up and give them a time 
limit type thing to, obviously, um, for you to, obviously get more things done 
in the office and for them to be more time efficient. 419 
(3 8 2) ++ Text units 423-423: 
INTERVIEWEE D3: Well they-they said to, obviously communications is the 
most important part of the job, I think, um, you have to get along well with 
your employees. You should know your employees more so than some at the 
same time. And, if they realize that, um, you'll have a good store. You'll run 




EXAMPLE OF A PAGE IN A TRAINER'S MANUAL 
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EXAMPLE OF A PAGE IN A TRAINER'S MANUAL 
1. Expectations 
* The job, task or project at hand 
* Understanding the importance of the task 
* Setting the time frame for completion 
2. Education 
* Demonstrating and teaching 
* Facts and information necessary for success 
* Checking for understanding 
* Practicing 
3. Accountability 
* Follow-up, checking progress 
* Re-education, repeating steps 1 and 2 
* Holding people accountable on commitments 
4. Consistency 
* Setting standards 
* Identify the "best practice," agree to it, and stick to it 
5. Celebration 
* Positive reinforcement 
* Recognize and reward exceptional actions and behaviors 
* Give credit where credit is due 
Note: Permission was received to use this example. However, the name and 
logo of the company were extracted to maintain anonymity. 
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